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SECTION I: OVERVIEW OF COMMURNITY INITIATIVES

Context of Cornmunities Initiatives

The Critiaue of Current Service Delivery for Youth

America in the 1280’s has noticed youth. National commissions and popular media
have focused attention on youth risk-taking. Political candidates express concem about
educational faiiure and there is a growing public awareness of the difficulty faced by changing
famifies in providing the supperts and developmental opportunities needed by young people.
The wisdom of the African proverb, "it takes a village to raise a child” becomes more apparent
daily across America's cities and suburbs as the evidence accumulaies of the consequences of
the communal indifference and neglect of youth.

The increase in substance abuse, violence, and other risk behaviors has fed a growing
critique of existing services for children and youth. Researchers and policy analysts have
pointed io serious flaws in the orientation, structures, and deiivery systems that characterize
services. Many contend thiat youth services typically are fragmented, have insufficient
resources, fail to reach those youth who need thein the most, and are narrowly single problem-
focused.’

Services are rnict organized to support coherent responses to the needs of children and
youth. A recent report by the Education and Human Services Consortium described five key

problems characterizing services:

. most services are crisis-oriented,

. the current social welfare system divides the problems ot children and families
into rigid an4 distinct categories that fail 1o reflect their interrelated causes and
solutions;

' Charles Bruner, Thinki::ig Collaboratively; Te jons and Answers | Policy Makers Improve

Children’s Services. Washington, D,C.: Education and Human Services Congortium, April 1991; Joy G.
Dryfoos, Adolescents ai Rigk: Prevalerce and Prevention, New York: Oxford University Press, 1980;

Lisbeth Schorr with Daniel Scharr, Within QOur Reach: Breaking tha Cycle of Disadvantage. New York:
Ancher Press, 1988.
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. there is currently a lack of functional communication among public and private
sarvice providers;

. specialized agencies are unable to easily craft comprehensive solutions to
complex problems; and,

. existing. services are insufficiently funded.’

In response to these critiques, child advocates, national commissions, foundations, and federal
and state departments of human services have joined in calls for greater coordination and
coilaboration across service systems. Charles Bruner, Director of the Child and Family Pelicy
Center, states the geal of collaboraticn in a recent report:

Collaboration is a process to reach goals that cannot be achieved acting singty (or, at a
minimum, cannct be reached efficiently). As a process, collaboration is a means to an
end, not an end ir. itsef. The desired end is more comprehensive and appropriate
services for families that improve family outcomes.®
These critiques have been accompanied by a growing consensus about the need for concerted
local planning, budgeting and service delivery for youth development. This consensus
acknowledges the need for greater coordination in service delivery but also emphasizes the
importance of experiences beyond sefvices, arguing that youth need developmental
opportunities, expetiences, and formal and informal instruction offered in schools, families,
religious organizations, youth organizations, health and human service agencles, work places,
ball fields and neighborhoods. In the same report on collaboration, Bruner argues:

In addition to needing a strong educational system to succeed, children need adult
support, atterttion and fove. They need proper nutrition and health care. They need a
safe place to live. They need guidance in develcping their identities, including a

% Alelia 1. Melaville with Martin J. Blank, What It Takes: Structuring Interagency Partnerships to Connect

Children_and Families with Comprehensive Services. Washington, D.C.: Education and Human Services
Consortium, 1991, pp. 6-8.

* Charles Bruner, Thinking Collaboratively; Ten Questions and Answers to Help Policy Makers Improve
Childven's Services. Washington, D.C.; Education and Human Services Gonsortium, April 1991, p. 6.
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supportive peer culture. They need role models that demonstrate the benefits of work
leaming and self-discipline.*

Existing Initiatives

Actions have also accompanied the critique of youth services. Over the past several
years, leaders in government, the private sector and youth-serving fields have developed more
than thirty new initiatives aimed at improving youth services. Thase initiatives have involved a
variety of strategies, incuding: public-private partnerships, sct.col-community collaborations,
joint planning boodies, dedicated funding streams, youth bureaus or coordinating boards, and
comprehensive needs assessments.

Sponsorship of the initiatives has been diverse, including federal and state governmant
offices, foundations, local government and partnerships between government and community
agencies. The folluwing examples illustrate this diversity.

The Youth Opportunities Unlimited initiative is a three year, seven city
demonstration project, sponsored by the United States Department of Labor, that
provides grants of $1 million to communities to develop neighborhood level
supports for young adolescents that orient them toward educational achievement
and employment preparation. It operates through local collaboratlves of middle
schools, churches and neighborhood organizations with the Private Industry
Council usually serving as the lead agency.

The New Futures Initiative, sponsored by the Annie E. Casey Foundation, is a
five year initiative that provides grants of $2 to $10 million to selected
communities to plan and implement strategies aimed at reducing rates of school

dropout, teenage pregnancy, and youth unemployment. New Futures has
involved the corporate and voluntary sectors, local and state governments,

* Bruner, p. 4.
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schools, and community residents in planning. Its primary strategy in its early
years has been ¢case management.

The New Jersey School-Based Youth Services Program initiative, sponsored by
the N.J. State Departmentof Human Services, supports 29 centers aperated by
lead community agencies across the state that offer health care, me:ntal health,
family and substance abuse counseling, and job training to youth at high schoo!
sites and make referrals for other needed services.

The New York City Department of Youth Services, through its Be:acons Initiative,
is praoviding $10 million to community based agencies to create centers for youth
and families that operate 7 days a week and in the evenings to develop
comprehensive neighborhood-level services.

Focus of this Study

An important common element of these and most existing initiatives is that they go
beyond promoting a single program to focus on strengthening or altering the full array of
services avallable to youth in their communities. in tctal, the study identifled almost thirty
community initiatives, examined ten in some depth and focused intensively on docurnenting the
histery and status of three initiatives that best demonsirate the potential effect that broad-based
community planning and monitoring might have or the availability, scope, quality and focus of
community-based youth services. The criteria for the selection of the ten ic be examined were
based on the goal of finding communities that had mechanisms in place that fostered
comprehensive planning for service delivery improvements for youth. Two criteria were
considered crucial to whether an initiative could foster this type of planning:

1) the initiative had to have multiple actors -- whatever the structure, more than one

agency or sector had to be involved in planning, funding, and implemnentation.

2) the initiative had to promote multiple soluticns -- whatever the focus (e.q., promoting
youth service, reducing teenage pregnancy), the initiative had to promote multiple
strategies, and could not have the implementation of a single program model as its
focus.
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Itis too early in the history of these types of broad-based initiatives for precise
assessment of effectiveness. There is much to be leamed, however, from a careiul examination

of the got .. set and strategies used.

Framework of the Study

Vanation notwithstanding, there were common goatls and strategies found across the ten
initiatives surveyed and the three studied intensively. The initiatives’ goals fell into three broad
categories — improve or expand services, improve service systerns, and promote a positive
climate for youth -- with the most common community goal being to improve service systems (all
but one initiative mentioned this as a goal). The primary strategies identified by the initiatives
were community planning, altering the service delivery system, increasing funding for systems
and services, and increasing collaboratior among agencies and sectors. Advocacy was one of
the most commonly described functions of the initiatives' decision-making bodies.

Since community planning and collaboration are critical to these initiatives as well as to
the larger policy debate about youth services, it seems useful to briefly review what the field
generally agrees is meant by these terms. It also seems useful to identify what the literature
already indicates are critical factors in the success of community initiatives that involve multiple

actors and solutions.

Community and Community Planning

Community can be defined using geographical, philosophical, political, sociological, or
economic terms. Those within the economic and community development fields often refer to
community using geographic terms. Others atiampt to get at the human elements of
community, definingit as " a group of people who are socially interdependent” and "who share

certain practices...that both define the community and are nurtured by it,"> and community as

® Robert Bellah et al, Habits of the Heart: Individualism and Commitment in American Life, Berkeley, CA.:
University of California Press, 1985, p. 333,
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the "synergistic association...among institutional contexts in the lives of adolescents.”® Ina

recent paper, John Gardner analyzed the concept and suggested it has many characteristics:

. wholeness incorporating diversity

. a reasonable base of shared values

. caring, trust, and tearmweork

. effeciive intemnal communication

. participation

. affirmation

. links beyond the community

. development of young people

. a forward view; and,

. institutional arrangements for community maintenan ce.”

Community also takes on specific meaning in cities, which are the locations lor many of
these initiatives. In many cases comimunity and neighborhood are used interchangeably o refer
to a geographic entity and the people and resources within it. Robert Chaskin writes
extensively about the implications of various definitions of neighberhood and community in his
report on the Ford Foundation's Neighborhood and Family initiative, Toward a Model of

mpr ive Neigh B Deveiopment. Chaskin argues for a move from a "one
dimensional view of neighborhood as a physical area targeted for development activity to a
more inclusive perspective, from which neighborhood is defined as a unit of sogial identity and
action, thatis, neighborhood as community,"®
Definitions of community planning must address these compiexities of the concept of

community -- they must take into account that community refers to the interpiay of place, social

units and economic and political forces. Community-basec planning, then, involves

® Francis lanni, The Search for Structure: A Report on American Youth Today, New York: 1989, p. 15.

7 John W. Gardner, Building Cormmunity, Independent Seclor, Washinglon, D.C., 1991.

® Robert J. Chaskin, Ik . Ford Foundation's Neighborhood_and Family Initistive: Toward a Model_of
Comprehensive, Neighborhood-Based Development, The Chapin Hall Center for Children at the University

of Chicago, April, 1992, p. 7.

-
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assessments of both community needs and community resources. Residents themselves may
both have needs and also be stakeholders and resources within a community.

In looking for nominations of "community” initiatives, we found the term used many
different ways. For some, it meant city or county and referred to initiatives that were either
developed at that level or had that geographic area as a target. For others community referred
to the buy-in or involvement of multiple stakeholders, inclucling those outside of government and
those outside of service institutions and organizations. For othars, it reflected a commitment on
the part of the planning agent to take a comprehensive ook at the needs 2nd resources of the
community. Our multiple actor, multiple solution criteria was, in effect, an attempt to find a

common ground among those various descriptions — both theoretical and practical.

Cooperation, Collaboration, and Service Integration

Almost all of the community initiatives studied had increased cooperation and
collaboration among service providers as core elements of their strategies. Defining these
terms requires expioring how they work at both the service delivery and systems levels in
communities,

Atelia Melaville and Martin Blank summarized the literature and experience of
collaborative efforts to improve youth services for the Education and Human Services
Consortium. They define both cooperative and collaborative strategies and describe their
characteristics at the service delivery and systems levels. They report that:

In a cooperative arrangementat the service delivery level, partners help each other meet
their respective organizational goals. They do so without any substantiai changes in the
basic services they provide or in the rules and regulations that govem their agencies.

At the systems level, cooperative initiatives assess the need for more comprehensive
services and recommend strategies to coordinate existing services. Because partners
are not required to commit budgetary support or to make paolicy decisions on behalf of
the organizations they represent, cooperative initiatives advocate for rather than
negotiate policy.’

9 Atelia |. Melaville with Martin J. Blank, What If Takes: Structuring Interagency Partnerships to Connect
Children and Families wilh Comprehensive Services. Wash,, D.C.. Education and Human Services

7
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Melavllle and Blank conirasl! this with collaboration, stating that "A collaborative

straiegy is called for in localities where the need and intent is to change fundamentally the way

w10

services are designed and delivered through the system.”™ They add that:

Instead of focusing on their individual agendas, collaborative partnerships establish
common goals. In order to address problems that lie beyond any single agency's
exclusive purview, but which concern them all, partners agree to pool resources, jointly
plan, implement and evaluate new services and procedures, and delegate individuat
responsibility for the outcomes of their joint efforts.

The authcrs also point to the most far-reaching collabgration -- at the systems level.

Collaborative ventures at the system |level are empowered -- politically, by virtue of their
members' "clout”, or legally, by the state or other entity -- to negotiate, as well as to
advocate for, programs and policies ieading to more comprehensive service delivery.
Collaboration, especially systems levei collaboration, is the thrust behind recent efforts
to promote service integratlon -- formal changes in the operating relationships between
systems. The focus of much of this work has been on integrating the planning, funding. and
service delivery of health, education, and sotial services systems. Service integration, or more
generaily systems change, was an often-stated goal of the initiatives reviewed. As noted earlier
however, decision-making bodies were more likely to advocate for system change than actually
plan and Implemant. This reflects the fact thal inlttatives selected for this study were broad
community planning iniliatives rather than servige integralion initlalives. Community planning
may resull in a demand for reform, but it begins with the mobllization of a variety of actors to
engage in a process to assess youth needs and to develop strategies to address them. As
strategies, both communily planning and systems integration stress the need for increased

cooperabon and collaboration among service providers and across sectors.

Consgoriium, 1991, pp. 14-15.
'° Melaville and Blank, p. 14.

"' Melaville and Blank, p. 16.
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Determinants of Success
In the end, collaborations are complex negotiations among people and institutions,

Melaville and Blank identify five factors that shape the success of such ventures.

CLIMATE
The social and pofitical climate in a neighborhood or comnmunity.

L

PROCESS
The communication and problem-solving process participants use to establish
goals and objectives, agree on roles, make decisions, and resolve conilicts.

PEOPLE
The vision, commifrment, and compelence of the people who are cenltral to the
successiul parinership.

POLICIES
The set of goveming policies each agency brings to the table.

RESOURCES
The availability of resources 10 institutionalize changes in services and service delivery
and to reach a large audience.

The importance of these variables certainly was evident in our review. While they did
nct alone provide us with the answers to the questions we explored, they helped us develop
assessment and analysis criteria, guided our site visitation, and provided a framework from

which to approach the lessons leamed across the case study communities.

*? Melaville and Blank, pp. 20-31.
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Study Methodology: The Initial List and Assessment Criteria

Developing the Initial List

Deveioping a formal riomination process for soliciting information on promising
community initiatives or structures was beyond both the scope and the purpose of this project.
Our purpose for doing this overview was not to be exhaustive, but to generate sufficient
examples of what we or others suggested were promising initiatives to allow for discussion,
comparison, and analysis. » Twenty-seven "initiatives” were originally investigated. Very
basic information on each of these was developed through telephone interviews or document
review. Our goal was to identify communities that had mechanisms in place that fostered
comprehensive planning for service delivery improvement for youth, and two threshold criteria
were adopted from the outset: the initiative had to have multiple actors; and the initiative had
to promote multiple solutions.

The seventeen initiatives that were eliminated from our consideration were dropped for

the following reasons:

. they faited to meet either or both of our two basic criteria;

. they were too new to analyze;

. they were no longer operating;

. the communities they served were simply too smalt to be instructive; or,

. they were national, multi-site initiatives that stood out as exemplary, but for which

no outstanding iocal sites were nominated.
We should note that the exclusion of these initiatives from our final lisl does not reflect a belief
on our part that they cannot provide important lessons, but rather simptly that they did not
conform with the basic criteria we developed to guide our work on this project. For a complete

listing of all twenty seven initiatives considered, see Aftschment 2.

13 Staff from the Center for Youth Development and Policy Research followed up on initiatives known by
us and on suggestians made to the Center, Jane Quinn, or members of the Camegie Task Force on Youth
Developmsnt and Communily Programs by others in the field. Jane Quinnis Project Directorof the Camegie
Council on Adolesceni Development's Task Force on Youlh Development and Community Programs.

10
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The ten initiatives that surviv ¢ the basic criteria are briefly described in Aztachment 3.
Some were developed at the local level (whether by the mayor, the school superintendent, e
community task force, or 2 local funding agent). Cthers were local responses to an idea
generated, and usually supported, by the state, by a national organization, or by a public or

private funder. They reflect a variety of structures and focal points, including:

. demonstration efforts designed to show how to reduce fragmentation and how to
integrate services;

. large-scale, long-term city-wide school reform efforts;

. city-wide efforts to effect improved planning among service providers;

. city-wide efforts to encourage collaboration and cooperation among elected
officials; and,

. . the creation of a separate pot of funding for youth services and a separate

agency for planning and administration of youth services.

Developing SelectionfAssessment Criterig

Initiatly it was our aim to place each initiative considered within a category and describe
the relevani features of and differences between those categories. Several factors led us to
abandon this as a primary focus. We found the field of community youth initiatives to be very
undeveloped, with no real literature to draw frotn and actually very few comprehensive initiatives
to analyze. Thus, rather than focusing on categories, we placed our emphasis on looking
across the various types and sizes of initiatives to attempt to gaii insight about factors and
features that seemed to play an important role in most or all of them. These ten initiatives
became the raw matenal for discussion and conceptualization of the factors and features
relevant to describing initiatives, allowing us both to assess the similarities and differences
between a number of initiatives and to choose the three that seemed most worthy of more
detailed analysis.

We arrived at seven major indices for analyzing and comparing initiatives:

1




GOALS
The outcomes the initiative was designed to accomplish,

COMPREHENSIVENESS
The breadth of the outcomes/changes proposed.

STRATEGIES
The main activities being done fo accormnplish the goals.

STRUCTURE

The administrative location and composition of the organization or body empowered to

effect the strategies, function, authonty, and penmanence.

INCLUSIVENESS

The level and type of involvement of actors from various sectors in the initiation,

planning, implernentation, and assessment of the initatives.

FUNDING

The adequacy, stability and source(s) of funding for the formal body and for the services

tirat fall within the mission of the formal body.

IMPLEMENTATION/IMPACT

The longevity, reach and oversll completeness of the initiative cornpared to stated goals.

We entered this project hoping to identify factors that could be used to assess the
importance: and potential of an initiative involving comprehensive planning and service delivery
improvement, particularly services that reach youth in high-risk situations. Each of the above,
from our assessment, is such a factor. The general assessment of initiatives that staff at the

Center for Youth Development and Policy Research and others in the field have offered were

confirmed in accordance with these factors.™ Moreover, these factors are logical. In order to

* During the course of this project we have solicited input from Joy Dryfoos, Independent Researcher and
Task Farce member: Judith Erickson, Indiana Youth Instilule and Task Force member; Jane Quinn, Task
Force Project Director; John Kyle, National League of Cilies; and others.

12
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atfect lung-term change in the supports available to young peop!e in their neighborhoods,

localities will have to:
' set broad goals for both youth cutcomes and system/climate changes.

. identify multiple strategies (not just multiple program models, but multiple
strategies ranging from increased community commitment to system change);

. eslablish permanent structures given the authority to prioritize, assess, develop,
and fund or leverage funding for needed services and supportive activities;

. eswablish adequate, secure funding sources for key services that can be
accessed by a varisty of service providers;

. involve a wide array of actors, agencies, and sectors in the planning,
implementation and assessment of those services; and,

. implement plans on a steady, timely basis and assess the quality and impact of
implemenied activities.

An Analysis of the Final Ten Initiatives
Utilizing the seven indices mentioned above as a guide, this section provides a brief

analysis of the final ten initiatives. The analysis is supplemented by Tables 7-8.

History/Qrigin

8ix of the ten initiatives were siirted at the impetus of city andfor county govemment.
Three wera initiated by private community agencies, and one by a national foundation. Of those
started by the public sector, the developmeunt took different forms. Three of the six publicly
initiated projec!s — the Minneapolis Youth Coordinating Board, the Juvenile Welfare Board of
Pinellas County, and the Marion County Commission on Youth ~ required some form of
legislative action. In Minneapolis, for example, 1\1e state legislature authorized the initiative, and
a joint powers agreement between city and county agencies made the arrangementformal. in

Pinelflas County, a voter referendum authorized the creation of a separate pool of tax dollars to

13
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be used exclusively for children's services. In all three of the above-mentioned initiatives,
however, the leadershio of one or more local elected officials was critical prior to the legislative
authorization. The importance of one or more key leaders was egually critical in those initiated

by private community agencies.

Goals

The focus of the vast majority of the initiatives (eight of ten) is both you'n development
and prablem prevention. The remaining two initiatives assert that their focus is solely on youth
development, For those with focus in both areas, the emphasis on one or the other varies
within each initiative, and often changes over time. For example, the Juvenile Welfare Board
grew out of the juvenile welfare system, but currently places priority on community involvement
and development. Conversely, the primary focus of New York City's initiative is the
strengthening of neighborhioods and local support services, but the initiative alsc addresses a
number of problems that youth encounter.

The community goals described by each initiative were categorized into three goal
clusters: improve or expand services; improve service systems, and promote a positive
climate for youth. Of the ten initiatives considered, half listed goals that fell within two of these
three categories, Four listed goals that fell within all three of the categories, and one initiative
said that only one community goal was applicable.

The most common community goal was to improve the service systems, with all but one
Initiative mentioning it as a goal. This correlates with the fact that all ten of the initiatives listed
altering the sarvice delivery system as a strategy, and that advocacy was one of the most
commonly described functions of the initiatives’ decision-making badies (see discussion below).
The other two community goals -- improving or expanding services and promoting a positive
climate for youth — were both mentioned by seven of the ten initiatives.  Information obtained
on the goals of the initiatives suggests two findings. First, the majority of the initiatives are very
broad in what thiey are trying to accomplish. Most are trying both to prevent problems and to

promote youth development (eight of ten), and most have more than one community goal (nine
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of ten). Second, most of the initiatives are not merely focused on providing better or additional
services, but are also concemed with improving the actual service delivery systems.

For specific examples of goals of individual initiatives, see Table 6.

Strategies
The strategies employed by the initiatives to meet their goals were grouped into the

following categories (numbers indicate how many of the initiatives used that particular strategy):

. Alter the service delivery system i0
. Change existing services 9
. Increase funding for systems and services 10
. Influence policy devefopment 7
. Raise awareness/Advocate for youth issues 9
. Mobilize youth participation 6

Most of the initiatives used a variety of strategies, with eight of ten employing at least
five. The remaining two initiatives were less comprehensive, with Youth Net using only three
strategies, and the Chicago Cluster initiative using fcur. The two most commen strategies were
altering the service delivery system and increasing funding for systems and services, with ali ten
initiatives using strategies falling into those categories. The least common Strategy was
mobilizing youth participation; the fact that almost half of the initiatives {four of ten) do not focus
on it as a strategy suggests that youth participation is not a central element of these initiatives.

For specific examples of strategies employed by the initiatives, see Tabfe 7

Impagt
Most of the initiatives are city- or county-wide, although both the New York and Chicago

initiatives focus on neighborhood development within a city-wide initiative. Several initiatives

stress that their efforts are targeted not only to youth, but to youth and their families, including

Youth Net and the Pinal County project. Arlington Human Service Planners has an even
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broaderintended impact, in that it atiempts to coordinate all human services within the county
and not just thcse that affect youth. Finally, because the entities considered are community-
wide initiatives with multiple players and multiple goals, and noi local programs focusing

primarily on service provision, it is hard to arrive at a quantifiable figure in describing the reach.

tructur
Detailed information about the structure of the initiatives is provided in 7ables 7-5.

Several points clearly stand out:

. The structure of the initiatives’ decision-making bodies varies widely, from large,
tnformal, inclusive bodies to small and selective groups.

The less inclusive bodies tend to be primarily governmentally cantrolied.
Participation in these groups usually involves appointment, selection, or some
type of ex officio representation.

. The larger, more inclusive bogies tend to have more community representation.
Membership is usually flexible and can be abtained by networking or
volunteering. While govemment is represented on these boards, it is not
generally seen as being in control. Youth are also more likely to be involved.

While the small, more "official” bodies are less inclusive, it also appears that they
have more authority to make decisions and disburse money, making them
arguably more powerful. Generally, the stakeholders and decision-makers are at
the table,

. Sometimeas an informal structure exists beyond the official decision-making body
that allows for a hybrid between the two groups described above. Examples of
this would be the combination of the New York interagency Coordinating Council
and its more community-rooted local advisory councils; and, the fact that the staff
of the Minneapolis Youth Coordinating Board play an essential role in bridging
the gap between the “official” board and the comenunity. The combination of the
power of a public board and the legitimacy of sincere community involvement
suggests a strong model.

. The majorily of the decision-making bodies play a varicty of roles, as described
on the tabies,
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. Nine of the ten initiatives see their structure as either permanent or stable. Qur
analysis suggests, however, that excessive weight should not be piaced on this
category. The experiences of Seattle and Pinal County speak directly to this
issue. Both communities had vital youth initiatives terminate within the [ast
several years, only to have the momentum created by that original initiative lead
almost directly to the creation of a very similar and successful initiative. Thus.,
while a permanent structure is helpful, it is neither a prerequisite for nor a
determinant of future success.

Inclusiveness

The information contained in 7abfes 7-5and in this brief section supplements that
provided on the more detailed 7ab/e & Several additional poinks can be made. First, local
government cannot be overtooked as a critical player in ail of the initiatives, and in every phase
of development. Some iriitiatives were developed through the energy and funding of local
government; even those with the leadership of private entities generally pointed to the
leadership of the public sector as critical. Second, the general trend was for the projects to
become more inclusive as they moved from origination to planning, and again as they moved
into implementation. Regardless of who the leaders were at a prior stage, moving to a
subsequent stage usually involved adding more partners.

Finally, most of the initiatives interviewed pointed not only to critical organizations but
also to important individuals without whom the initiative would not have succeeded. Further,
just as with organizations, critical individuais can vary between stages of development within an
initiative. For example, the leadership of the Mayor of Minneapolis has besn instrumentalin the
success of the initiative from the outset. As the project progressed further into implementation,
however, the importance of the Board's Executive Director has grown. Similarly, the local
director of the Youth Futures Authority has played the key leadership role during the
implementation phase, but it was the city manager who was indispensable during the origin and

planning phases.
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Funding

Funding for the init.atives also varies widely, both in source and in amount. Most cities
combine public and privale sources. The public sources include in-kind services, agency
cominitment of existing dollars, and a special taxing authority. While several receive foundation
dollars, only Youth Futures receives the majority of its funding from this source. The total
budgets tend to fali at one of two extremes: at one end, are the multi-million dollar projects
(including the Cluster Initiative and Youth Futures, with budgets between $5 million and $6
million, ancl the Juvenile Welfare Board, with a budget approaching $31 million}; at the other
end, are projects with budgets of approximately $100,000 or less.

Finally, independent of the amount of the budget, funds from the initiatives are used for &
variety of purposes. For some, including the Minneapolis Youth Coordinating Board and the
Youth Involvement Network in Seattle, the entire budget is used to staff the initiative and for
coordinating functions. In others, a substantial amount of the funding is used for the actual

provision of services.

Implementation

The inifiatives are at varying stages of implementation (see lables). More than half (six
of ten) of the: initiatives (Marion County Commission on Youth, Arfington Human Service
Planners, Youth Net, Juvenile Welfare Board, New York Interagency Coordinating Coundil, and
the Minneapolis Youth Coordinating Board) claim that increasing youth and/or community

involvement in the initiative is a future implementation priority.
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SECTION Il: CASE STUDIES OF THREE PROMISING INITIATIVES

The three community youth initiatives chosen for this detailed analysis -- the Juvenile
Vvelfare Board of Pinellas County, Florida, the Min_neapolis Youth Coordinating Board, and
Chicago’s Cluster Initiative - were selected from a number of excellent examples using several
criteria. In developing the selection criteria, the main objective was not to model a scientific
initiative selection process. but cather to provide the reader with examples that display the range
of possibie community youth initiatives and offer lessons that may be instructive to others.

First, the initiatives selected appeared impressive across a variety of descriptive
measures, including initiative goals, strategies, structure, and inclusiveness (see earlier
discussion, and attached charts). Second, initiatives were examined that seemed to be
producing successiul results, whether in affecting youth outcomes, influencing youth services or
the service delivery systems, or raising public awareness of the problems facing children and
families. Third, the initiatives demonstrated some form of innovation, and in several forms,
including the creation of a dedicated funding stream for youth services, the creatior: of a Board
comprised solely of a wide array of elected officials committed to youth, and the development of
a city-wide model of neighborhood-based school restructuring efforts. Finally, the goal was to
provide an instructive range of initiatives, varying in terms of type of community (county, smaller
city, larger urban area), geographic location (Midwest, Southeast), type of initiative (public board
of elected officials, large public agency dedicated to youth services, city-wide network of
neighborhood-based integrated services programs), and developmental stage (45 years old, 7
years old, 1 year old}.

The field of community youth initiatives is not yet a Science, but it is hoped that the
following case studies will provide an understanding of the parameters and the complexity of
this emerging field, as well as some concrete lessons about what has and has not worked in
communities that on the whole have achieved some success. Since each initiative is quite

distinctive across a number of measures, our goal was to describe the initiatives in accordance
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with these measures, allowing the reader lo observe the ways in which a number of factors,

including the developmental progress of the initiative, affect eventual outcomes.
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JUVENILE WELFARE BOARD
OF PINELLAS COUNTY, FLORIDA
The Juvenile Welfare Board of Pinellas County was developed in response tc the frustration
felt by Juvenile Court Judge Lincoln Bogue regarding the lack of altermatives to incarcerating
children with adult offenders. The judge, seeking a permanent, long-range solution, drafted a
bill for submission to the Florida Legislature for an independent, special taxing district in the
county dedicated to children's services. The legislature empowered the county to create such a
district, and in November of 1948, an overwhelming 80% of the voters approved the Juvenile
Welfare Board and its taxing authority.

The Juvenile Welfare Board began by funding @ home for juvenile delinquents, but has
broadened its mission and focus over the iast 46 years. Today, the JWB continuesto be a
leader for children in Florida. In 1990, the citizens of Pinellas voted to increase their investment
in children and families from the one-half mill of the property assessment establiched in 945 to
a maximum of one full mill.” Presently, the Board funds forty-nine community agencies which
of.erate ninety-one different programs. The JWEB serves as a model for similar taxing districts in
five other counties in Florida, with several additional counties in the process of seeking voter

approval.

* A millis a monetary unit equivalenttc 1/4,000 of a U.S. dollar. Thus a taxing authorily cap of che mill
provides the JWB with $1 for every $1,000 of assessed property value
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Description of Initiative
Goals
The Juvenile Welfare Board (JWB) is guided by fifteen operational values and principles.
The JWB considers three of these, as follows, to capture its primary overalional values:

. JWB is fully committed to the principles of early intervention and preventive
services to children and families.

. JWB values and encourages creative solutions to human service problems and
recognizes risk taking and the testing of unconventional strategies as legitimate
functicns In the search for new, more effective means of meeting human needs.

. JWB belleves In the provision of quaiity services 1o children and families,
planned, provided, and evaluated by competent, well trained professional staff
and committed volunteers. JWB supports this standard even if its maintenance
may upon occaslon limit the guantity or number of services available.

James Mills, Executive Director of the Board, lists JWB's goats in similar language:

. To create a service delivery system based on the needs of families, not on
institutional or previously established systems.

. To give priority to preventive and early intervention programs rather than
rehabifitative services.

. To develop programs and fiolicies which emphasize self-sufficiency.

. To develop policies that create programs and fund them on the basis of the
community's 21st century demographics.

tructur
The Juvenile Welfare Board, as created by Special State Statute Chapter 23483 Special
Acts of 1945, consists ¢f up to nine members. The three (or four) ex officio members are: a
judge {or 2 judges) of the Circuil Court, Juvenile Division; the Vice Chalr of the County
Commission; and, the Superintendent of Public Instruction. Five additional member.. are

appointed by the Governor of Florida for terms of four years.
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In addition to the Board of Directors, the JWB is supported by a full-time staff, and is led
by an executive director. The two major organizational clusters are Programs/Finance, which is
responsible for cortract management, evaluation and the administration and finances of the
Board, and Comimunity Services, which has responsibility for the research, planning, program
development, and training work of the Board. The Board's Youth Services Advisory
Committees are also within Community Setvices; the current committees are; Abuse, Neglect,
and Dependency; Day Care & Eary Childhood; Economic Services; Health; Juvenile Justice;
and, Mental Health/Substance Abuse.

The Board addresses system change primarily through the Community Planning and
Development function of the Board. According to the Board's Executive Director, the planhing
function is led by an independent group comprised of individuals, including respected judges,
ministers, and retired executives, and representatives from community organizations, including
the Junior League and County Extension Services. The planning group's mission i lo set goals
and operating principles that drive funding recommendations. Priorities are based on a
community-wide joint needs assessments conducted by major planning and funding bodies
every five vears, with considerable community input. Mills notes that while community-based
service providers participate in the planning group, broader citizen involvement is an area that
needs strengthening.

Finally, the JWB is an active participating agency in I-COPE, the county's Interagency
Committee on Planning and Evaluation. JWB joined six other agencies in 1978 to conduct a
broaderassessment human service needs in the community. The other participating planning
and funding agencies are: Area Agency of Aging; Pinellas Private Industry Council;
Department of Health & Rehabilitative Services; Health Council of Pasco/Pinellas, Inc.; and,
United Way of Pinellas County. The Pinellas County Public Scheools and Pinellas Board of
County Commissioners also participate. 1-COPE is currently conducting its most recent update

of the communilly assessment.
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trategi
The Juvenile Welfare Board employs the following six strategies, as described in ils

1891 Annual Report:

. JWB plans and coordinates services for Pinellas County's children and families.
Community organizations and resources are joined with JWB resources to help
meaet the needs of Pinellas County families.

. JWB conducts research on topics relating to children and families and provides
social indicator data to the community.

. JWB offers varied training and enrichment opportunities for human service
professionals, and maintains a library of books and audiovisual materials.
Computerized information searches are available.

. JWB contracts with and evaluates numerous social and human services within
Pinellas County, and provides technical support to human service organizations.

. JWB reviews and recommends legislative and public policies relating to children
and famities. JWB engages in advocacy activities on behalf of children and
families.

- JWB promotes community awareness and unde. standing of the needs of

Pinellas County’s children and families.

Comprehensivensss

While the JWB's roots were in the juvenile justice system, its focus and energies quickly
broadened, both to encompass a wide array of systems and players, and also to expand
beyond the treatment mode into prevention and, increasingly, youth development. Thus, the
initiative's breadth does suggest comprehensiveness, in terms of the systems involved, the
number of problems addressed, ar-d expansion into early childhood and youth developmernt
areas. JWB funds programs in 17 need areas, grouped together into four categories of priority,

as determined by the I-COPE community needs assessment.
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Priority 1, which has received the largest amount of new funding, contains the foltowing

need areas.
. Adolescent Pregnancy
. Adolescent Substance Abuse
. Family Dysfunction
. Physical Abuse/Neglect
. Truancy/Dropout

Priority |1, which has the largest funding base, contains the following:

. Chronically lll

* Developmentally Disabled

. Emotionally Disordered Children
. Emergency Housing

: Physically Handicapped Children
J Unsupervised Children

. Youthful Sex Offenders

Priority 111

’ Employment/Training

. Runaway Youth

. Youth Offenders

. Youth Without Permanent Homes
Priority IV

. Adult Domestic Violence

JWB also recognizes system wide supportive services such as information and referral
services, child care licensing and volunteer recruitment as a separate funding category which is
not ranked as a part of the priority system.

Through its planning and funding strategies, JWB works  ross a number of systems.
Agencies funded by the Board include providers of services in the areas of mental health, social
services, housing, child care, residential treatment, family support services, substance abuse

prevention, and teen parenting. The agencies range from affiliates of national youth-serving
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agencies, such as Girls, Incorporated and Boys and Girls Clubs, to community-based and

religious organizations and government agencies.

Funding

One of the major strengths of the JWB is the stable funding base it has enjoyed, tharks
to local tax payers, since 1943, In 1990, JWB had almost $20 million in revenues, with the vast
majority of that coming from locai property taxes ($12.2 million), and intergovemmental funds
($6.7 million). Of this, about $17.5 million was disbursed into Children's Program Services (the
substantive work of the Boarc), with the remainder going to administration and other operating
expenses.

The voter-approved increase in the taxing authority cap from .5 mill to 1 mill will generate
an estimated additiona! $11.2 million by 1995/1995. The current plan is fo focus these fundsin
three areas: providing appropriate, affordable child care; fighting crime and substance abuse;
an9, building stronger families. Revenue from the .5 mill cap will continue to fund services

according to existing guidelines.

Reach

In 1989-90, the JWE served 75,866 children, 94,679 adults, and 30,442 families. This
large number of adults served is in part due to the extensive training provided to citizens from
throughout the community. An estimated 10,000 to 11,000 local program and agency stafl
members are trained each year. The Board estimates that these numbers will increase

dramatically in light of increased tax dollars.

Implementation

Having been in place for over 43 years, the JVWB is certainly well into the implementation
phase. While the funding of local programs and agencies continues to be the main focus of the
Board, aver time it has taken on more responsibility in the area of planning and advocacy, The

JWB's Executive Director admits that local neighborhood involvement and development has not
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been a strength of the Board in the past, and new efforis are being made to augment its work in
that area. Further, the dramatic increase in tax revenues that will occur over the next several
years will allow the Board to expand in new directions. As mentioned above. this expansion will

be focused primarily on intensive growth in three specilic substanlive areas.

Inglusiveness

As described above, the JWB was developed through the efforts of local govermment
and the voters of the county {stat- approval of the local law sanctioned the action). The
leadership of Judge Linccln B 5. : was critical, as was the fact that community-based
organizations were included at an early stage in order to provide input and direction. During the
planning phase, community leaders and community agencies became increasingly important in
assisting the Board, which consists of public officials and community representatives. Curmrently,
in the implementation phase, the JWB is very inclusive, both funding and receiving input from
commiunity agencies and indiyiduals. The Youth Service Advisory Committees play a critical
role in capturing this community input, and the JWB's involvement in I-COPE strengthens
connections that assist all participating agencies. One weakness that was mentioned by
several individuals, however, was the JWB's need to improve its connection with and direct
involvement of youth, the minority communiiies, and small, inforral grass roots programs.

Making inroads in all three of these areas was listed as a priority by the Board and staff.

Identified Strengths
Research and Program Evaluation
This is a very strong component of the overall operation of the JWB, and in fact is one of
the things that clearly sets the JWB apart from other cammunity youth initiatives. Members of
the research staff serve several functions, irst, they collect, compile, and analyze data on
children's needs, outcomes, and services. Lacal, state, and national data are collected,
although the focus i~ clearly on local data, This information is made available to anyonein the

community who is interested, and also is fed into the other research functions of the Board. A
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social indicator report is published several times per year, generally using this data to focus on a
paiticular problem o ".eed within the community. Research staff use this data and other
information in developing local demonstration projects designed to test out new ideas within the
county. These projects can either lead to a new funding priority, or the abandonment of an idea
that did not work as well as expected.

The program evaluation aspect of the Board's work is also very impressive. In exchange
for receiving JWB funding, every funded agency must develop a detailed set of cutcome
objectives and agree to measure its prograss toward these objectives. Each funded program or
agency is atso assigned a monitorfevaluator from the staff of the JWB, who regutarly visiis each
program. Continued funding is contingenton making successful progress toward the program'’s

stated goals and objectives.

Training and Qther Community Resqurces

The JWB trains an estimated 10,000 to 11,000 local program and agency staff each
year. Over 150 training sessions are conducted annually on a wide variety of topics, and most
are geared toward professionals in the field. In addition, the JWB staffs a comprehensive library
on family, chiidren, and youth issues. The library is open to the public, and is used as a

resource by many throughout the community, including the school district and local programs.

The Variety of Roles Played by JWB
The JWB has succeeded in playing a number of roles within the children and youth

services community in Pinellas County. Rolesir ide:

. funder of local agencies and programs;
. planner of programs and strategies to meet the needs of children,
. assessor of community needs;
. program developer, to meet needs not otherwise being met;
convener of ajl sectors of the community on children's issues; and,
. advocate for children and their families.
28
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Impact on Programs

According to local program directors and service providers, the JWB has done more for
programs than merely provide funding. First, the JWB has been successful in enabling a
number of programs to get started and begin to develop. While the JWB is not a service
provider, it does provide extra support and direction when a program is in its early phases.
Secand, the JWB has enabled existing programs to improve their services, Each program
manager, in addition to evaluating the program, provides input and suggestions that are often
helpful in improving the services offered. Further, the provision of addifional resources has also
resulted in an improved program in some cases by enabling an agency to lower its ratio of
children to adults. Finally, the JWB has enabled existing programs to expand beyond their
current levels of service. This has been done most recently through the Waiting List I nitiative,
an effort to provide additional resources to targeted programs to allow them to serve children

currently on their waiting lists.

Strength of an Individual

As is true of most of the strong community youth initiatives considered, a good number
of the community people we talked with credited nwch of the JWB's current success to the work
of oneindividual --in this case, the JWB's Executive Director James Mills. While the Board has
been in existence for over 45 years, most people agreed that great strides have been made
under Mills' leadership. Specifically, he is credited with increasing program accountability, and

making the work of the Board more inclusive.

Provide Focal Point for Youth

Many within the community see the fact that the JWB is the clear focal point for youth in
the county as both a prerequisite for and an outgrowth of the Board's success. Very little goes
on within the county having to do with children and youth without the involvementin one form or
another of the JWB. And despite the fact that the JWB is a public agency, it also serves as the

main child advocate in the county. The combination of these two charactenistics -- the main
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informational foca! point and the major advocate for children — provides a successful

mechanism for mobilizing the community around children and youth issues.

Local Control

Even with the current economic conditions, residents of Pinellas County recentiy voted
by a two to one margin to double their tax contribution to the JWB. In addition to the excellent
reputation the Board has developed over (ne last 45 years, many attribute this overwhelming
support to the fact that the Board is an exercise of local control over tax doltars. The fact that
the money is raised locally, decisions are made locally, and local children are helped is
appealing to people, and this support of the community ultimately contribules to the success of

the effort,

Long-term Commitment
Because of the stability of its funding, the JWB has been able to make a long-term

commitment to the needs of children and families in Pinellas County. Thus, the Board itself has
not had to rely on quick-fix solutions, and has been able to indulge in the luxury of concepls
such as local demonstration research projects, and issues including early childhood
development. This long-term strategy has also trickled down to the local program level. After a
program's first year of funding, it is then shifted to a continuing funding category, within which it
generally will receive ongoing funding for as long as it continues to comply with the terms of its
contract and the services meet an identified community need. Thus, programs do not have to
be concemed with constantly struggling for funds, and can aiso put their efforts into longer-term

programmatic efforts,

Breadth of Sanction

Mills claims that the breadth of sanction of the Board is an important contributor to its
success. Since its mandate is broad, the Board is free to do what it feels js necessary in order

to meet the neads of the children of the county. This flexibility has resulted in empowermentof
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the Board and the stalff, and has led to creativity and a greater responsiveness to lhe

community.

Breadth of Focus
The focus of the Board, which has broadened over time to move beyond treatment to
include prevention and development, has fit very compatibly with the Board's broad sanction.

Thus, the JWB's mission has compelled it to use all of thz fiexibility and creativity it was allowed.

Challenges for the Fulure
While the Juvenile Welfare Board has been enormously successful and is lauded as a
model of what local governmentcan do to improve the lives of its children and families,
individuals associated with the Board suggested ways in which it could strengthen its work.

Their suggestions are summarized below.

eachi t to New ities
Progress has been made in this area in recent years, but it is still a need and a priority
for the board. Specifically, more grass roots programs which may lack the "sophistication” to
respond to an RFP and to draft a proposal, could be targeted and assisted. Additional
programs that better address the needs of minority children and youth could be identified and
supported. Finally, youth and community input in all aspects of the Board's work could be

improved.

Achieving and Demonstrating Success

The JWB has greatly expanded the amount of moriey available for services for children
in Pinelias County, and has expanded, improved, and strengthened the services available for
children. Desplte its efforts, however, the Board has not been successful at reducing the rates
of many of the youth problems it initially set out to address. Many factors contribute to this,

Including the rapid growth of the county, the impact of institutional policies and decisions which

K}
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lic beyond the scope of the JWB, and the reality of attempting to affect these indicatars in the
fight of all the complex social factors that influence children and families. The JWE has
recognized this difficulty in recent years, and has responded by, among other things, focusing
on programs' progress toward obtainable objectives, rather than difficult-to-influence cutcome
measures. This recognition has also led to an increased emphasis on community planning,
advocacy, and policy work, as it has become apparent that services alone cannot solve the

problems.

Programmatic Shift

The difficulty of obtaining and demonstrating success has also led to @ programmatic
shift. The Board's funding priorities suggest a shift away from smaller programs and toward
higher impact, more complex strategies. This trend is accompanied by a shift away from
categorical efforts, and toward more comprehensive approaches. |n accordance with the
Board's belief in local invoivermiant and control, it will be putting more energy intc local
neighborhood development strategies. Finally, the additional funds generated by the recent
increase in millage will be concentrated in three broad categories, two of which have a strong

developmental focus, and ali three suggesting a long-term commitrment.
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MINNEAPOLIS YOUTH COORDINATING BOARD

The Minneapolis Youth Coordinating Board (YCB) is an inter-govemmental organi~ation
which serves to enhance and promote the healthy, comprehensive development of Minneapolis
youth through collaborative action. The Coordinating Board was established in 1986 at the
initiative of Minneapolis Mayor Donald Fraser, through a state-authorized, joint-powers
agreement between the City, Board of Education, Park and Recreation Board, Public Library
Board, and the Hennepin County Board of Commissioners.

The genesis of the Coordinating Board dates back to the early 1980s. At that time,
several significant events occurred that influenced the development of the Board. First, Donald
Fraser, a very popular local ex-Congressman, retumed to Minneapolis and was elected Mayor.
Shortly thereafter, Mayor Fraser and Richard Green, superintendent of schools in Minneapolis
at that time, began to discuss the difficulty the school System was having in addressing the
broad array of needs of city children. Their focus on the issues facing youth ledtothe  ~
development of several city-wide groups focusing on youth issues. While these groups helped
build momentum, it was not until 1986, when the Mayor announced that the community would
be making a 20-year Commitment to children, that the idea was bom to establish a Board to
coordinate the activities of all of the elected bodies in the city affecting children.

The YCB was created for an initial five-year period through 1991, and all of the
panicipating bodies of government (except the County) have extended the agreement untit
1996. Initially the Board struggled to define a role for itself -- expectations and "turl” anxieties
ran high. The YCB quickly made an impact by forging working relationships on diverse issues
such as early childhood develcpment, school-based clinics, and street gangs. Its initial coalition
building approach, involving governmentand community agencies, proved effective and many
collaborative projects were launched. The Board currently sees its major functions as that of
advocate, developer, and catalyst for collaborative planning and implementation of

comprehensive systems and services for children and youth.
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Description of initiative

The goals of the Board, as defined in a 1990 report presented by the Youth Coordinating
Board to the Minneapolis Board of Education, are as follows:
. to improve the ability of public agenties to promote the health, safety, education
and development of the commwrity’s children and youth;

. to create an organizational structure to improve coordination and cooperation
among youth-serving agencies and local governmental bodies; and,

. to identify and remedy conditions which hinder or prevent the community’s youth

from becoming hegalthy, productive members of society.

Structure

The Board is governed by a 12-member board of elected officials:

. Mavyor of Minneapolis

. Two Minneapolis City Council Members

. Two School Board Members

’ Two County Commissioners

. Park Board Commissioner

. Library Board Member

. Chief Judge of County District Court, Juvenite Division

. Chairs of Minneapolis delegation to Minnesota House and State Senate

From this group, an Executive Committee of three members is elected. The Board meets
monthly, and the Executive Commitiee as needed.

In reality, the structure of the YCB operates on two levels. Qfficially, the YCB is a formal
Board comprised of elected officials who meet together on a regular basis. Since each member
of the YCB hoids a position of leadership with decision-making authority, decisions made by the
YCB can have a structural impact much broader than within the 12-member Board. For
example, since School Board and City Council members actually represent those bodies on the
Board, a YCB initiative or activity can greatly influence the way in which those two bodies

function. While representatives to the YCB clearly do not have the absolute authority to make
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decisions for the bodies they represant, YCB efforts have been successful at influencing the
policies, staffing, and funding committed by member bodies to children and youth issues.

The second level of structure relevant to the YCB pertains not to the members of the
official Board, but rather to the staffing of the initiative. The core staff of the YCB consists of an
Executive Director, an Associate Director tor Administration, and a secretary. Since the
initiative's inception, however, the size of the staff has fluctuated with the presence of additional
projecis, the availability of special funds for temporary positions, and loaned staff from partner
agencies. Currently, in additior: to the core staff, the YCB has added a Director of
Communicqtionsto focus on impraving the Board's communication strategies and documents.

One final structural distinction is that between the Youth Coordinating Board and the
Way to Grow Initiative. Way tc Grow is defined by the YCB as a "system” designed to promaote
school readiness by organizing and coordinating a continuum of neighborhood-basedservices
that suppon, assist, and involve all Minneapaolis families in meeting the developmental needs of
their children from conception through age five. Way to Grow was initiaied and is managed by
the YCB, essentially to add a service delivery and community organizing component to the
United Way's nationaliy recognized Success By Six public education model. Way to Grow is
viewed by the YCB as a subsidiary, but because of its focus it lunctions as a separate entity.
The initiative has its own staff of six, including a director and two community organizers, and
has its own management board which include members of the YCB. The program activities of
the initiative are carried out through contracts with "community cooperatives.”

Strategies

The Youth Coordinating Board employs the following strategies in working to achieve its

goals.

Improve the service delivery system for children and families by providing a
forum for locai elected officials to plan, strategize, and develop policies and
programs collaboratively.

. Influence the policy development of each represented elected body through
increased information and resources.
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. Raise awareness about and advocate for youth issues through a long-term
community-wide planning and visioning process.

. Increase funding for children and youth programs and services by requiringa
commitment from participating members, and by brokering additional funds from
public and private sources.

. Mobilize youth participation and involvement in the community.

. Serve as an organizer of last resort for programs or issues that no one has
jurisdicticn over or chooses to take leadership on.

. Strutture operating agre2ments between public and private organizations which
result in rutually desired outcomes.

. Provide an avenue of communication and cocgeration between local community-
based programs and local elected officials.

- Attempt to form the basis for a shared core of values and ideals, and encourage
local government and organizations to adopt these values and integrate them
within their work.

r ivenes
The Youth Coordinating Board foguses its efforls on &l children from ages 0-22, and has
achieved success in areas affecting children throughout this age range and across a variety of
subsiantive issues. The comprehensive nature of the initiative is perhaps best illustrated by
looking at it in three ways:

Substantive Foculs. Throughoutits history, the YCB has focused on a variety of youth
developmentissues, including gangs, adolescent pregnancy, youth employment, Head
Start, and other early childhood education efforts.

Age Range. Initially, a great deal of the focus of the YCB was on expanding services for
and degling with problems affecting adolescents in the community, with two of its most
visible roles being taking leadership on the gang issue early in lts history, and
coordinating the Summer Youth Initlative Program in 1889. While adolescent issues are
still addressed, the Way to Grow inltiative has allowed the YCB to expand its focus in the
early childhood development area.
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Develgpment Focus. The strong youth development focus at the core of the efforts of
the YCB ensures that the process is an inclusive one by requiring that the entire age
range is addressed and by promoting a more generic positive developmental approach
rather than focusing on individual youth problems. A strong exampie of this focus is The
City's Children: 2007, a vision-based, 20-year strategic planning process initiated
several years ago by the YCB to provide a context for all of the youth development
activities within the city. The initiative brought in individuals from all sectors of the
community to plan for the future of its children.

ndin

The five sponsoring units of govemment provide $150,000 for basic staffing and
operating costs, and additional funding for specific projects is provided by other public and
private agencies. It is difficult to assess the extent or classificalion of these additional sources
of revenue, since they are generated on a project-by-project basis, as needed. While the
members and staff of the YCB will regularly embark on these fund raising efforts, the results
when successful are generally an additional contribution of dollars from an individual putsic or
private entity, and are not necessarlly reflected in an increase in the YCB budget. While the
YCB does have a supplemental budget through which some of these additional sources flow,
much of the additional funding secured by the YCB remains within tha budgets of the
contributing agencies or flows directly into services,

Perhaps an example will help to clarify this dynamic. As the summer of 1989
approached, there was a common concem throughout the community that a lack of con.. Jctive
opportunities for youth during the summer months could result in & crisis situation. [n response
to this cuncem, the YCB generated $1 mlllion in expanded resources for summer school,
employment and social/recreational programming affecting 13,000 youth through 53 partner
agencies. While the YCB was instrumental in securing these resources, very little of it was

reflected in the YCB supplemental budget.
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Reach

Since the Youth Coordinating Board is not a direct service provider or 2 direct funder of
local programs, it is somewhat difficult to measure the number of children and families who are
directly affected by it. Formally, the Board’s reach extends to the elected officials who sit on it,
and therefore to their constituents threughout the city. Informally, the Board plays the roie of "air
traffic controller,” attempting oth to work with and service over 300 discrete youth-serving
agencies with over 1000 programs, and to monitor the more than $300 million of public funding
that is spent on social services for children and families. Perhaps most notabte is the impact the
YCB has had on the restructuring of pubiic programs and bureaucratic values heid by its

organizational partners.

implementation

The YCB has baen in existence for over six years, and fromi a formal structural
perspective it has reachad fuii maturity. There are no current plans to expand the membership
or staff of the Board, or to significantly change the function of either. Cn a more informal level,
the staff of the YCB does hope to strengthen its communication capacity, particularly with mid-
level managers in public and private agencies, and has recently hired a full-time Director of
Communications. Further, the staff hopes to expand its community organizing capacity, with the
Way to Grow and Minneapolis Youth Organization initiatives as primary strategies. Consumers

have and will continue to significantly shape the future of the YCB's work.

Inclysiveness

The formal siructure of the Youth Coordinating Board ensures that it is inclusive of all
elected bodies within the city affecting children and families. While there was no formal
mandale to do so, the staff of the YCB has been very successful at reaching out to the
community and including the input of community members and cormmunity-based agencies.
Stil, the YCB  nits to needing to strengthen its inclusiveness in two areas: youth and

managers within agencies While the Minneapolis Youth Organization has achieved success in
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involving young people in public policy and program formation, overall efforts throughout the city
could be strengthened. The city was able to attain a phenomenailly high voter turnout rate for a
recent Youth Vote conceming School Board member selection and other youth issues, but
youth involvement in the City's Children: 2007 |nitiative was very difficult to effect.

Second, while the staff of the YCB feels that it has been quite successful reaching outto
both the elected officials who sit on the Board and the clients who receive youth and family
services in the city, they acknowledge the desire to increase communication with directors and
staff of community-based programs and managers within each of the governmental agencies
represented by the Board. The small size of the YCB staff, and persistent turf baltles have
made this difficult tc achieve, but the staff of the Board feels that strengthened relationships with

these individuals could only serve to increase the success of the overall effort.

Identified Strengths

Relationships

Most of those who spoke of the success of the Minneapolis Youth Coordinating Board
referred to the importance of the relationships developed among Board members, between
Board members and the staff of the YCB, and between the members and staff of the YCB and
individuals and agencies from the community. Most of what the Board attempts to accomplish
is brought about through personal decisions at one leve! or another, and therefore personal
relationships can often play a critical role. The relationships most afien noted were those
maintained by Richard Mammen, the Executive Director of the Youth Coordinating Board, with
both the Board members and the local community. Of particularimporiance are his close
connegtions to the community, which allow the YCB to reach beyond its forma! mandate. Prior
to becoming Executive Director of the YCEi, he worked for many years in the youth-serving field
in Minneapalls, and his ability to draw upon the former relationships and to develop new ones

has been critical,
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Leadership

The leadership of Minneapolis Mayor Donald Fraser and YCB Executive Director
Richard Mammen was cited as a critical component of the success of the YCB. Thus, while
people do have faith in the structure of the YCB, many felt that it was the leadership of these
two individuais that hias allowed the YCB to maintain a high level of credibility within the
community, and therefore gamer the support necessary to create the change it has been able o

achieve.

Willingness to Tackle Difficult Issues

The YCB’s willingness to tackle difficultissues has also enhanced its credibility, and has
in some instances provided an advocate in areas that would otherwise have none. For
example, one of the first issues addressed by the YCB was the growing problem of gangs in the
city. Through providing a forum for rieba'e and generally playing a leadership role on this issue,
the YCB has been instrumental in opening up a much broader dialogue throughout the
community. The YCB is thus seen as an advocate for all children, not just those who may seem

more attractive or easier to work with.

tructur
Clearly, the siructure of the YCB as a body comprised solely of elected officials has

made communication with the community and inciusiveness more complicated. Most of those
interviewed for this study, however, suggested that despite the imitations of such a structure,
the benefits have greatly outweighed the drawbacks. The creation of an interagency body of
elected officials has put pressure on the elected officials to respond to the needs of children. It
has resulted in a body that is representative of the community and whose accountability is
constantly before the voters for review. It has created a focal point for elected officials within the
community to channel their energies for working on youth issues. Finally, it has created a
supportive but competitive environment withln which elected officials attempt to eamn the respect

of their peers and the support of their constituents by being responsive to the needs of children.
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It was also stressed, however, that the success of the formal structure of the YCB has
been at least partially dependent on the success of the informal structure and function served by

the staff. The limitations of a Board exclusive of direct community input have been minimized

by the efforts of the staff to reach out into the community.

Communijty Attitude

Many talked about a variety of characteristics of Minneapolis as a community that they
felt were critical to the success of the YCB, including:
. the belief that Minneapolis can do what other cities cannot do;

. a social memory and a history that stresses that Minneapalis residents are
expected 1o have a high quality of life and to strive to improve conditions;

. a strong value of the importance of children and of making sure that the needs of
children are met; and,

. a diversified economy, with a great numbsr of the major industrias built by
families who stressed the importance of family values.

Mission and Value Drven

In discussing the success of the YCB, many spoke of the importance of the fact that the
YCB has tocused on values and mission rather than exclusively on orograms of products.
Thus, by attempting to raise awareness of youth issues consciously and create a commaon value
base, the groundwork is laid Tor a wide variety of efforts improving the lives of children and
families. By creating a context for understanding the direction in which the community is
moving, the YCB has achieved success on two fronts. First, the context lessens community
opposition to YCB efforts because it enables the community to understand its motives and see
the "big picture." Second, it strengthens the possibility of the success of the initiative by

ensuring that a series of disconnected efforts is avoided,

41
~y
Vi




Long-term Plan

The primary vehicle used by the YCB for creating a common value base and pian for
children was City's Children: 2007, a strategic planning process through which the YCB
engaged the community in the creation of a 20-year plan for children. The process brought
together 80 people selected from the public, private, and community sectors through an
application process. Individuals were divided into groups to think about issues as they affect
children at various age levels. The process took More than eight months of regular meetings,
and the YCB provided a mediator for each group. While youth involvement was very minimal
and follow-up to the process has been limited, most agree that the initiative did accomplish a
great deal in elevating the importance of youth and in articulating a common value base from

which youth issues are now discussed.

Variety of Roles

Much of the success of the YCB has been attributed to the fact that it is able to
simultanecusly play a variety of roles within the community. Formally, the YCB provides an
opportunity for dialogue between elected officials, and increases the ease with which the
elected officials and the bodies they represent can interact and coordinate activities. The YCB

serves a vanety of additional functions, including:

. organizer of last resort for programs or issues that no one has jurisdiction over or
interest in;
. informal "overseer” for more than 300 youth-serving agencies with over 1000

programs. and more than $300 million of city funding to social services;
fundraiser for special projects;
. advocate for children within both the public and private secGtors;

. facilitator within a variety of contexts, particularly when someone viewed as a
neutral party is needed; and,

' informal “deal-maker” with the ability to create agreements and arrangements
that benefit children and would not otherwise be made.
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Creation of a Community Focal Point

The creation of the YCB has resulted in the development of a visible community focal
point for children and youth issues. This has led to benefits in two ways. First, it has naturally
led to greater coordination on youth issues, and has enabled the city to have a more complete
understanding of how all of the pieces put in place to support children fit or fail io fit together.
Second, the centralization of focus on the YCB has allowed individual players within the

community to take risks and attempt innovations that would not have been posslible otherwise.

Way to Grow

Many people point to the Way to Grow Initiative as a crnitical component of YCB's
success. Way to Grow has made the work of the YCB more tangible than ever, and represer.ts
an important step in institutionalizing many of the lessons about coordination and relationship
building that the YCB has stood for. Thus, the general belief is that the Way to Grow project will
most certainly endure, and in doing so, will ensure that the YCB's philosophy endures

regardless of future changes in political lead ership.

han the Way Players Think an rate

A final ¢ritical component suggested by several respondents was the effect that the YCB
has had upon individual bodies represeénted on it. The point made by those who spoke to this
topic is that by focusing not just on collaborative efforts but alsw on actually changing the way in
which member agencies function, the YCB has made strides in insuring at least some level of
institutionalization of its philosophy. Three examples of success in this area are the school
system’s increased attention to early childhood education, the city’s increased recognition that it
can play a cntical role in the development of its children, and the re-positioning of the Park
Board as a primary neighborhood resource for youth programming and sccial services. Thus,
beyond collaboration, three important bodies of city govemment have changed the way in which

they approach youth and youth issues.
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Challenges for the Future
nvolv { r

As mentioned above, the staff of the YCB believes it has had more success al reaching
both the high level policy-makers and the actual clients served than it has at reaching program
directors and managers within public age:ncies. The staff attribute this to the small budget and
staff of the YCB, as well as an impatience with bureaucratic stagnation. While good
relationships do currently exist, a fack of time for more activity in this area is frustrating in that it
is these individuals who exert the most control on program implementation. The YCB, tc some
degree, has changed the rules by which both public and private youth-serving agencies operate,
and without maximum involvement of managers, has created a slight degree of
disenfranchisement. Thus, one of the main concems of the strengthened communication effort
of the YCB will be to encourage the sustained involvement of these individuals, and broader

ownership of collaborative activities.

Sustaining tmpact of Long-term Plan

While the City’s Children: 2007 project has been successful in focusing attention on the
needs of children and beginning the process of developing a common value base, [ack of funds
have prevented the YCB from mounting an aggressive follow-up. Itis hoped that resources can
be allocated to allow the YCB to actually monitor an implementation and documentation phase

flowing from the action steps within the City's Children plan.

Communication

By hiring a Director of Communications, the YCB has recognized the need to increase
its attention on documenting and communicating its efforts. Respondents suggested that
communication strategies are needed in two areas: first, to increase commuriication with and
the involvement of the managers and line workers who are actually working with children and/or
implementing decisions made by the Board; and, to increase comniunication with elected

officials who do not slt on the Board. This latter need responds to some resentment that
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occasionally is felt by non-Board member slected officials who sometimes feel excluded from
the youth polic ; formuiation process. Their impression is that at times the YCB thoroughly
debales proposais, and by the time the proposals are retumed to the individual elected bodies,
it is not for debate but simply for a vote. The staff of the YCB hope to decrease this resentment
by spending more time educating other elected officials, possibly through briefings or other
formal procedures. Lastly, the YCB has achieved a high prefile nationally which results in many
inquiries about its activities. While responding to inquiries is time consuming, resources are

currently being sought to efficiently communicate with other cities.

County Involvement

Of all of the members of the YCB, the County Board of Commissioners seems to have
been least influenced. In fact, afthough they do continue to pariicipate in the process and send
representatives to the YCB, the County is the only body that did not agree to formally re-sign the
agreement between the agencies when the original agreement expired in 1890. Several
reasons were suggested for this, including the city's increased role in service areas traditonally
thought {0 be under the auspices of the county, and strong personality conflicts between cily
and county political leadership. Regardless of the reasons, it is expected that the overall
success of the initiative will be maximized if the county’s commitment can be strengthened. A
new "Leamer Readiness” initiative led by the County, United Way, school district and the YCB

provides a strong opporlunity for increased County Board participation.

Youth Invglvement

Youth involvement was identified as an area requiring additional energy. The YCB has
sponsored the Minrneapolis Youth Organization, a project that attempts to involve young people
in public policy and program formation, service activities, and recognition, for several years.
The YCB's development! of a downtown youth center, neighborhood youth service corps, youth
vote and economic access strategies all are driven by youth leadership. Nevertheless, the YCB

recognizes the need for greater youth involvement. Having identified this as an issue to
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address, the staff of the YCB will be working with its six youth interns to implement strategies to
increase youth involvement,

Staff of the YCB recognize that asking youth to "sit at the same table” with elected and
program leadership is often intimidating and unproductive. Youth involvement in City's Children:
2007 project was not successful because of dominant adult culture, fanguage and scheduling.
The YCB's approcach will be to set a "separate table” rar youth from which they can

independently voice their concems and recommend solutions.
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THE CHICAGO CLUSTER INITIATIVE OF CHICAGQ, ILLINGIS

The Chicago Cluster Initiative emerged from discussions among a group of leaders in
the public, private, and non-profit sectors during 1988. These individuals aimed to alter the
pattemns of school drop-out and failure among disadvantaged inner-city children which threaten
to make permanent the impoverishment of some of Chicago's neighborhoods. The resultis a
cooperative partnership betwaen nine Chicago-based public and not-for-profit agencies.
Leaders of these agencies sit as the governing Board of Trustees for the Cluster Initiative. They
are committed to joint acticn for the purpose of achieving the Cluster Initiative's goals by an
official Inter-\gency Agreement.

The premise of the Cluster Initiative is that greater educational achievement and life
success can be accomplished by taking a comprehensive approach, understanding that family,
housing, neighborhood, school, recreational, and employment opportunities all interact in child
and youth development. The effort builds on three major themes: education, inter-institutional
dynamics, and community orgarnization. The Cluster Initiative founders are commiitted 1o the
belief that children need an educational process that transcends normal barriers which they face
in and out of scheol. Praciically, this beliefis translated into commitments to redeploy existing
educational and public services in a more efficient, coordinated way and to erigage principals
and community leaders in an active process of school reform.

As conceived, the Cluster Initiative is to be implemented at four sites in Chicago over the
next five years, after which time, it is hoped that the Initiative will be replicated throughoutthe
city. To date, the Cluster Initiative has begun implementation in one of its four designated
sites -- DuSable High School and the local elementary and middle schools which feed into it.

The four Cluster Initiative sites are located in communities that have pressing needs.
The populations of the schools vary with each Cluster site. For example, oneis about §0%
Black, 50% Hispanic while another is nearly 100% Black. All the Cluster Iniliative sites are in
neighborhoods with high rates of poverty and related consequences. Two of the four Cluster
sites serve students from some of Chicago's largest public housing projects. Di%able, the

active Cluster sile, serves the residents of the Robert Taylor homes.
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Because the sites chosen by the Cluster Initiative are in areas of substantial need, it is
not surprising that two of the Cluster Initiative sites are also sites for the Children. Youth, and
Families I nitiative of the Chicago Community Trust. This initiative was established in 1991 to
foster improvement in Chicago children’s service system so that it is more comprehensive,
better integrated, community-based, and responsive to the needs of all families, and particulary
sensitive to those with special needs. The Trust is prepared to invest as much as $30 million in
the Children, Youth and Families Initiative over the next nine years.

Since the Trust Initiative seeks to support the creation of better integrated services for
children, youth, and their families, the Trust expects to develop cooperative partnerships with
government agencies as well as other foundations and corporations toward this goal. This
emphasis on partnerships and cotlaborations could prave to be useful for the two Cluster
Initiative sites where the Trust Initiative sites also exist. The two sites could collaborate to
effectively and resourcefuliy meet the needs of the children, youth, and families at the specific
sites without experiencing significant overiap, thereby avoiding waste. Furthermore, the
presence of the Trust Initiative could prove to be quite powerful for the Cluster Initiative sites as

they seek to gain leverage and momentum.

Description of Initiative
als
The Cluster Initiative was designed with the goal of improving the quality of education for
children saddled with the double burden of a beleaguered neighborhood and beleaguered

schools. In its literature, the Cluster Initiatives goals are listed as follows:

. Help both public and private agencies focus on education as a single top prionity;
. Revitalize neighborhoods once written off as hopeless;
. Encourage collaboration among agencies;
. Coordinate resources;
. Involve the community in chanige and renewal;
. Help students and parents develop a genuine stake in their school, and
. Establish and expect academic excellence.
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Another integral component of the Cluster Initiative's goals is to guarantee children and
youth the bast options for higher education and careers upon completion of their post-secondary
education. The Cluster Initialive's micst instrumental leaders — Vince Lane, Chairmar: of The
Chicago Housing Authority, Robert Penn, General Superintendent of the Chicago Park District,
arid Martin Koldyke, founder and Chaimman of the Board of the Golden Apple Foundation and
recently appointed Chair of the School Finance ALthority -- explain the goal in more visionary
terms. Each sees the Clusier initiagtive 2s a way to demonstrate commitment and offer tangible
hope to the children and families most often neglecied by public systems and private
enterprises. Each taiks about the need to make something happen for these young pecple. For
Koldyke, the ultimate goal is to increase the number of Cluster students who graduate from high
school and enroll in college or obtain good jobs. For Penr, the ultimate goal is (o eliminate the
bureaucratic barriers within and among institutions so that young peopie are the focai point of
services decisions. For Lane, the goal is to give poor children and families what they need to
lead a "norrnal life." This phrase franslates into assurances of safety, education, engaging

activities, and jobs.

Structure
The Chicago Cluster Initiative is a non-profit organization whose Board of Trustees is

made up of leaders from public and not-for-profit agencies. They include:

. Vince Lane, Chairman of The Chicago Housing Authority

. Robert Penn, General Superintendent of The Chicago Park Districl

' Ted Kimbrough, General Superintendent of Schools

. Bill Sampson, Executive Director of Chicago United, a consortium of business

leaders who have made a commitrment {0 education and social change
James Compton, President and CEO of the Chicago Urban League
Leroy Martin, Superintendent of the Chicago Police Department

. Jacqueline Vaughn, President of the Chicago Teacher Union
Martin Koidyke, businessman, founder and COB of The Golden Apple
Foundation, Chair of the Chicago School Finance Authority

. Danny Solis, Executive Director of the United Neighborhood
Organization, an Hispanic community action organization
. Len Dominguez, Deputy Mayor for Education.
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The Cluster Initiative's Board of Trustees functions much like a corporate board. The
Board decides which proposals to fund rom among those presented in the Locai Cluster
Councils' plans. The individual members of the Board of Trustees redirect the resourzes of their
agencies in order to achieve Lhe goais identified in the local plans. This is significant because
the Board me nwers then act to implement the goals of the Cluster within their own agencies.
Finally, the Board of Trustees is responsible for the hiring and firing of the CEQO.

The central staff of the Cluster Initiative includes: Greg Damieder, Chief Executive
Officer, who oversees the project and acts as the liaison between the local Cluster Councils and
the Board of Trustees; an interagency staff person to work with the Board of Trustees, their
respective agencies, and other public/private agencies; and a coordinator and support staff for
each Cluster zite.

As planned, how=ver, the Cluster's central organizing componentis the Local Cluster
Council. Each of the four designated high schocls and its feeder elementary and middle
schools is to have a Lacal Cluster Council. In order for a site to officially join the Cluster
Initiative, participation must be approved by the Lacal School Council. Every school in Chicago
must have a Local School Council. Essentially, the Local School Councils function as local
school boards. Parents, teachers, and general representatives from the community are etected
to serve on them. They are the outgrowth of the 1988 educational reform effartin Chicago,
which was designed to loosen local school boards from the contro| of teachers and
administrators and open them up to community-wide participation. Once approved, a Cluster
stafl coordinator then helps local sites to establish their own Local Cluster Council.

Thie l.ocal Cluster Councils are attempts to reach out to the entire community and bring
together Iis vanous resources for lhe purpose of action. The members of the Local Cluster
Councils are recommended, not elected. In DuSable, the members include teachers, principals,
ministers, different service providers, and other community leaders as well as tenant
representatives from Chicago Houslng Authority buildings, local govemmental staff, and
businesspersons. Vital to the Cluster [nitiative is a commitment to the idea that anyone who

wants to get involved with the Local Cluster Council can dg so.
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Each Local Cluster Council will develop its own plan and wlll have its nwn coordinator lo
help in the planning, design and implementation. The Local Cluster Councils' autharity to
implement programs is imited only by the amount of resources available. To implement
programs in the schools or affect educational policy, the Local Cluster Councils must gain the

approval of the Local Schoal Councils.

Progres

The Clueter Initiative is still in the beginning stages of process and planning. Greg
Damieder, CEQ, was recently hired in May of 1992. Damiederts the founder and former
Director of C.Y.C.L.E., a non-profit, community-based organization, whose mission is
educational enrichment and excellence. Board members and foundation staff alike feel that
having a CEQ with a direct service background is crucial to the initiative’s success. With the
CEOQ in place, there is a general feeling that the Board members will recede from the planning
and operation of the Initiative. Darnieder will be instrumental in facilitating the development of
strong school and community planning. Both the composition and function of the Board are
changing as the Initiative moves from the planning to impiementation stage, and new Boara
members are being added as the current members recruit key people to strengthen the Board's
resource base.

Tha Local Cluster Councils, the backbone of the Cluster Initiative as it was first
concelived, are nol entirely in place. in three of the four sites, the Councils have not been
formed. In DuSable, the Council exists but its function is indistinct. In the DuSable Cluster,
where collaboration among principals actually predates the formai inauguration of the Cluster
Initiative, the principals have mixed feelings about the role of the Cluster Council. Because they
already have to report to the Local School Councils, they are not anxious to add another iayer of
bureaucracy. The form and function of the Cluster Councils are very much in the planning
stages as Darnieder and staff attempt to assess applicability of the proposed structure to the

needs of the schools and the communities,
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Strategies

The Cluster Initiative aims to solve the "intractable" problems that youth face today
through "a shared responsibility among public and not-for-profit agencies.” With this partnership
established, the initiative seeks to "develop broadly configured programmatic models.”

The focus of many of the Cluster Initiative's programs is educational. Some aspects of
the Cluster Initiative's school reform plan involve curriculum while others involve faculty
development and recruiting new teachers and still others concem attendance rates. (The initial
priority of the DuSable school is improving attendance.)

The Board of Trustees will also serve as the broker for an educational model, should a
site seek to develop one. At DuSable, the Co-operative Learning Model has been adopted. A
major doctrine of this model is that a desired outcome of a program or activity must be stated at
the beginning. The DuSable Cluster wants to get teachers involved with this educational model
through after-school programs so that the students can experience it as a continuous feature of
their secondary education.

A series of auxiliary programs designed to meet the needs of children and families at the
sites will be created around the core of the Cluster Initiative. These programs include setting-up
study centers in empty apartments in Chicage Housing Authority buildings and crealing after
school progrems. For these auxiliary programs, resources must be redirected and agencies
mus! focus on the real needs of children. Each local site, guided by the principle of educational
excelience, wlll design its own plan, shaped by its own heeds.

In a recent report, the Cluster {nitiative identified six integrated strategies to achieve its
aim of building public and private resources through collaborative support for the child, the
school and the community:

. Guarantee collaborative operations among the feeder schools and the high
schools and institutions ¢f higher education on educational, curricular and
extracurricular matters as well as issues of importance to children and their
familles that occur outside of school but nonetheless affect their performance in
sghool.

52




Lf
. Trustee members agencies use their resources to enhance school activities and
solve some of the "intractable” problems faced by students, teachers and
principals.
. Assist the schools in developmentand restructuring by introducing educational

programs into schools or providing access to programs.
. Infuse schools with new, talented teachers.

. Integrale primary services into the lives of students (for example, Youth Clubs
and Litle Leagues) and secondary services {for example, clinical help.)

. Pemit schools to move from conventional models to creative models designed
specifically for their children and their communities.

Funding

The Cluster Initiative received its initial plarining grants from the MacArthur Foundation
and the Chicago Community Trust. They will continue to help cover the ongoing costs of the
Initiative as it moves through implementation &t the sites. Presently, the MacArthur Foundation
and the Chicago Community Trust have each agreed to two-year commitments to the Cluster
Initialive of $175,000 apiece annually. It is expected that they will renew their funding at the
conclusion of this period. An increase in the level of their funding depends on the scope of
activities included in community strategic plans.

The Board members' respective agencies will meet the remaining costs of the Cluster
Initiative, which cover the majority of its budget. These costs are paid for the most part by in-
kind services. Of DuSable's 1992 $5.3 milllion budget (which includes some expenses for the
central office), $4.1 miliion is being provided by the agencies and $1.2 million is being provided
by foundations.

The formal Cluster Iniliative is projected to last five years. Although the Local Cluster
sites are initially funded by the Cluster Initiative, they will progressively assume expanded
responsiblity for both coordinators’ salaries and program operating costs over the five year

period. As the Cluster Initiative restricts funding of the Local Cluster it is hoped that the schools
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will increasingly see the need for paying the coordinators salary and other operational costs. If
the Local Clusters assume financial responsibility for sach site, the Cluster I nitiative
organization could, at that point, continue to function as an independent non-profit organization,
be incorporated into city government, or disband if there is no need for an intermediary

coordinating organization.

Reach

When all four sites are in full operation the Cluster Initiative is expected to serve 23,420
students -- approximately 5,000 students per site. All 5th through 12th grade students in the
Cluster Initiative site areas are potential beneficiaries of its pregrams. The Local Cluster site
areas include four high schools (DuSable, Farragut, Bowen, and Austin) and their forty feeder
schools. It is hoped that the Cluster Initiative model will be replicated throughout the city, with
local schools using their own funds to hire a coordinator, and each community designing its own

Cluster Council and specific neighborhood plan.

Implementation

To date, activities have begun at one Cluster Initiative site —~ DuSable High School and
its feeder elementary and middle schools. Project approval by the Farragut site Local Schiool
Council is expected in the immediate future. The Board of Trustees has discovered from its
work in DuSable that some of its activities were too ambitious for a one-year planning period
and that additional strategies should have been viewed as ongoing throughout the life of the
project. As a consegquence, some activities were deferred and others were begun through
planning and early implementation and will be incorporated as part of the ongoing fabric of the

program.

Ing¢lusiveness
Any community group with appropriate goals can access and participate in the program

initiatives at the Cluster Initiative sites. The basic criteria is a willingness to participate in the
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process. There is no formal role for youlh established in terms of the development, planning
and evaluation of the Local Cluster's plans and pragrams. At DuSable, youth have been
included in a discussion on gang involvement, and they will be involved in helping to design the
resulting program. All of the other clusters have indicated a significant interest in incorporating

youth into their angoing Cluster planning and organization.

identified Strengths

The Cluster initiative is formally less than one year oid and is therefore in the sary
phases of its developmental process. Thus, while the staff and those associated with the
initiative are able to reflect on their progress 1o this point, the lessons they have leamed should
probably not be considered the equivalent of the lessons leamed by the other two more mature
initiatives analyzed. A discussion of their reflections as they struggle through the start-up phase
of a complex initiative, however, should still prove instructive to communities considering
underntaking a similar process. While the strengths reflected in this section are preliminary, they
should provide some insight into steps toward the eventual success of the Cluster Initiative.

Paula Wolf the = .iinn CEQ for the Chicago Cluster !nitiative who preceded Darnieder,
described the Clu..« .nitiative’s major early success as its ability fo demonstrate to the public
that "people with power and rascurces are committed to changing the community and claiming it
back." This overall summation of the Initiative's early impact was heard repeatedly during site
visitation. The strong and vocal commitment of the Board, and in particular Koldyke, the most
visible spokesperson, is what appears to be molivating local principals and community leaders
to act and io hope. One DuSable principal summed up the early impact of the Cluster Initiative:
"We have been paying first class dollars {or third class services, The Cluster Initiative gives us
a vehicle to better access and use these sarvices.” People discussing the Initiative visualize it
in a variety of ways: some see it as a way to get parents and community involved in education,
some as a way to gel jobs to the community, and some as a way to improve services.

Whatever the individual vision, two things were clear.
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. There is a strong overall feeling that goals can be achieved and that promises
will be kept.
. There is an equally clear understanding that what is being offered is nol, for the

most part, new dollars, but new opportunities to shape the way services are
delivered and the way city agencies interact with each other, with neighborhood
organizaftions and age «cies, and with local community members.

Importance of Broad-based and High-level Support

As discussed below in more detail, the delay between when the Cluster Initiative was
firs! publicly discussed and when the implementation actually began aroused skepticism and
concern within the community. A quick and public show of support from community leaders
once the project did get underway, however, helped immediately to alleviate some of this
concam. The visible role of the directors of the city's housing and parks and recreation
departiments, as well as leaders of local comorations, began to ease the minds of local
residents. The Cluster Initiative continues to be well supported by high-level officials within city
government, by local universities, and by the funding community. This commitment by the

funding community has allowed the Initiative's staff to focus on problems other than fundraising.

Freedom t¢ Explore Qptions

The breadth of the Cluster Initiative's mandate has given the staff freedom to explore a
variety of implementation options. The flexibility within the mandate and the support of local
officials and funders who are convinced that new solutions are needed have enabled the staf to
take their ime in planning, and drawing upon the lessons leamed from other communities

throughout the country who have attempled to achieve similar goals.

Access to Resources
The Cluster Initiative has the benefit of being able to draw upon a number of commuinity
resources, both financial and other, in addition to those mentioned above. Because of the local

control of school doflars within Chicago, the Cluster Initiative sites could polentially influence the
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ways in which a substantial amount of the locally controlied funds, including Chapter | and

school desegregation funds, are spent.

Interagtion with Other Community Lnitiatives

As mentioned in the overview, the fact that several other school-related community
initiatives are located within the same geographic area as some of the Cluster Initiative sites
could prove beneficial to each initiative. This potential is especially promising since each
initiative has a slightly different but complementary focus. The United Neighborhood
Organization focuses on parent involvement, the Trust's Children, Youth, and Families Initiative
focuses on primary services, and the Cluster Initiative focuses on school reform. Thus, if
coordination, local decision-making, and turf problems can be avoided, the three initiatives could

have a combined strengthening effect.

Areas of Difficulty/Potential Challenges
Like the identified strengths, the difficulties encountered by the Cluster Initiative are
prefiminary. Therefore, achieving adequate resolution of a difficulty and drawing a subsequent
conciusion are less likely than with the other two case studies. Still, as with the strengths, a
brief assessment of the challenges facing the Cluster Initiative staff early on could prove helpful
for those in even less developed stages of 8 community initiative, and could provide a reference

point for revisiting the initiative once it has progressed further.

Lack of Clanty of Mandate

While the breadth of the initiative's mandate is viewed by staff and (hose involved with
the iniliative as a strength, it also presents a challenge. Although a lengthy planning precess is
universally considered to be a more produclive approach thian merely replicating a pre-
developed model that may or may’ not be appropriate for a particular community, putting the
pieces of an initiative together is a very complex process. This process is perhaps made more

difficult by the fact that the community has had high expectations, particularly in the DuSabie
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area, for several years. |tis hoped that with commiunity and Board patience this challenge can

be tumed into a strength.

Delay in Project Start-up

As discussed above, a significant amount of time passed between the initial public
discussions of the initiative and the first programmatic activities. This delay was most significant
in the DuSable area, where almost three years passed, resulting in some skepticism and
concern throughout the community. This dynamic creates a tension for those involved with the
initiative between thorough planning and demonstrating to the community that the initiative will
quickly move forward into action steps. The hope is that this tension will dissipate in the coming

months as the Cluster sites progress.

Local Implementation 1ssues

In addition to its newnaess, the Cluster Initiative differs from the other two case studies in
that it much more closely resembles a local service delivery mechanism. Thus, cne of its major
initial challenges is developing strategies for dealing with local implementation issues. Several
of these chzllenges stand out at this point:

. working out the problems associated with local coliaboration, both within the
group of people and agencies working at a iocal Cluster site, and between the
Cluster Initiative and the other community initiatives present in the same

neighborhoods;

. creating new methods and devices for documenting and evaluating the success
of a local collaborative model, beyond the traditional youth outcome measures;
and,

. developing strategies for working with existing staff within the Clusters, since the

type of approach required by the initiative and the goals it seeks to achieve will
most likely demand a different philosophy of working with youth than current staff
are accustomed to.
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Local Cotnmunity Buy-in

One major challenge facing the Cluster Initiative is increasing community invalvernent
and buy-in. According to Darnieder, the method used in selecting the Cluster Initiative sites has
prcbably led to some of this difficulty. Rather than using an RFP or similar application process
requiring buy-in or an expression of intent as a critical component of the selection process, sites
were chesen based upon more objective measures stggesting need and geographic, racial,
and ethnic balance. Whii 2 this selection process did ensure to some degree thatthe initiative
would be neededin the sﬂes selected, it did not ensure either that there would be broad-based
community support in the selected sites or that the project would be viewed by the community
as its own. While communities have since been supportive, and the staff of the Cluster Initiative
does not expect this to be an overwhelming challenge, there are cutrently some signs that thie
initial tone of non-inclusiveness conveyed by this method of selection may still need addressing.
For example, it appears that the school principals cou d strengthen the inclusiveness in the local
planning process, and the [ocal planning councils, a critical compenent of the project, are also

having difficulty getting off the ground.

lnteragen meni

Raised by some of the board members and confirned by others when asked, there is a
general concemn hat the mormentum generated by the commitment of the top leaders may not
be sustained, "The key people may leave,” as one person said. "They cannot sustain the
personal involvemenl,” said another. The issue of interagency agreements that move the
commitments from the personal to the institutional arena is one that various members of the

Board are realizing they will have to address.
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SECTION [Il: FiNAL ANALYSIS AND LESSONS FOR THE FUTURE

Role Of The Voluntary Sector

As stated earlier, the primary purpose of this study was to conduct an objective
assessment of the field of community youth initiatives, hopefully without letting preccnceived
interests or beliefs interfere. The authors were asked, however, by the Camegie Task Forcn
that commissioned this report to pay careful attention to two specific issues: any special focus
on young adolescents by the case study communities; and, the role played by the voluntary
sector in support of the efforts. In regard to the first issue, there is very little to report. While
most of the initiatives we considered did have adolescents as a major target group, if not the
entire focus, mast did not break this adolescent focus into smaller components. In fact, the
majority of the initiatives considered have a broad mission that stresses the importance of
working with children and youth from birth to adulthood. Early childhood, rather than early
adolescence, was really the only age group within the children and youth population that
received general spscial attention, including special efforts by two of the case study
communities (Minneapolis and Pinellas County).

There is significantly more to report in regard to the second area of inquiry -- the role of
the voluntary sector. The non-profit voluntary sector has a long-standing role In the provision of
youth services, particularly primary, community-based youth services such as clubs, troops,
after-school programs, and youth centers. Information gathered on community youth initiatives
in this study suggests that their role goes well beyond the direct or indirect provision of services
to include active service coordination, community-wide planning, and leadership. Three themes
emerged regarding the involvement of the voluntary sector in the initiatives we considered.

First, the voluntary sector played a critical role in the initial development of initiatives,
and in fact was one of the three most common catalysts {local govermment and 30¢cial service
agencies were the other two). The United Way serves as a symbol of the volun’ary sector in
almost every community across the country, and was often very important in this origin phase.

For example, the Arlington Human Services Planners initiative is actually a decentralized
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planning arm of the United Way of Metropolitan Tarrant County. Yet the United Way is not lhe
only important player in the voluntary sector. Cther initiatives were established through the
efforts of community-based organizations (Youth Net), and some through the collsborative work
of voiuntary organizations and public agencies (Marion County Commission on Youth).

In addition to playing a key role in getting initiatives off the ground, the voluntary sector
was often influential in shaping their subsequent structure and direction. Several examples of
this are pravided below in a more detailed discussion of both the Juvenile Welfare Board of
Pinellas County and the Minneapolis Youth Coordinating Board. Pinal County Cities in Schools
provides another example of the influence that the voluntary sector can play in modifying the
direction of an existing initiative. After two years of existence, the Pinal County Prevention
Partnership initiative formally dissolved, but the efforts of more than forty community-based
organizations allowed a new initiative to reemerge with a different structure but similar goals.

A final and perhaps most obvious role played by the voluntary sector in the initiatives we
considered is the role of direct service provider. The specific objective of an initiative's work
with the voluntary sector varied across communities. Arlington Human Service Planners and
the Youth Net, for example, both have coordination of the services provided by the voluntary
sector as a major focus. The Juvenile Welfare Board of Pinellas County is involved in
collaboration, but also is the major funder and evaluator of the volurtary sector. The Seattle
Youth Involvement Network suggests yet a third focus -- that of an initiative whose goal is to
encourage the voluntary settor to expand its services in a particular programmatic area.
Regardless of these differences in direction, in virtualty all of the communities we logKed at, the
voluntary sector was targeted as a primary provider of services to youth and families.

More detail can be provided to these summary comments by looking at the three case
study initiatives. |n Pinellas County, the voluntary sector was a major force behind the
development of the JWB. This community involvement, spearheaded by the Junior League and
a local community planning group, served three primary functions: it insured that the initiative

grew out of the community; it provided the legislative advocacy and public education regarding
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the original referendum; and, it offered a vehicle for the channeling of local community concem
for chitldren,

This early value of the involvement of non-profit community-based organizations has
continued in Pinellas County. Most contracts currently provided by the JWB are with the
voluntary sector. In recent years, the JWB's relationship with the United Way has grown even
stronger, and this has led to an increased emphasis on joint planning between the JWB and the
United Way, and joint programmirg involving local community based organizations. The most
successful example of this is the current effort at replicating the United Way’s Success By Six in
the county, utilizing the talents of numerous local non-profit organizations. The continuation of
this early involvement has even shaped the orgar: zational culture of the JWB. Sirong
community roots have led the JWB to incorporate what many consider traditional non-profit
values, and, according to Miils, have led to the creation of a local governmental entity that "looks
and feels very much like what most people wish local govemment could look and feel like.”

The Minneapolis Youth Coordinating Board (YCB) is similar to the JWB in that both are
governmental enlities, and both attempt to play a youth services coordinating role, One
difference between the two, however, thatinfluences the nature of the involvement of the
voluntary sector is the YCB's formal limitation of its coordinating function to the public sector.

As the primary funder and evaluator of the voluntary sector, the Juvenile Welfare Board finds
within its mission the mandate to develop and maintain relationships with the voluntary sectur,

In Minneapolis, however, the formal structure and function of the YCB suggests that its primary
mission is to coordinate the activities of the public bodies that are represented on the board.
Once beyond this initial formal distinction, however, it is apparent that the YCB places as much
emphasis on the involvement of the voluntary sector as does the JWB, although it accomplishes
this in differentways. Much cf this involvement comes from the work of the Richard Mammen,
the Executive Director of the 1 CB, who received his pricr training in the voluntary sector. Thus,
the - ilture of the YCB staff has in many ways taken on the same feel as the JWB, although in

micr: less of a formal and permanent way.,
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Perhaps the most permanent accomplishments made by the YCB in increasing the
involvement of the voluntary sector in youth services have been the strengthened relationships
between some of the public agencies represented on the YCB and loca! non-profit
organizations, and the increased visibility of the voluntary organizations with the public
agencies. One strong example of this is the development of Success by Six, a public/private
early childhood initiative developed by the United Way of Minneapolis, which has since become
a national model. Over the last several years, the YCB has been successful at translating this
public education effort into a direct service: initiative, and the voluntary sector has been a critical
partner. Finally, Mammen makes two impartant points about the success of the YCB and the
rale of the voluntary sector. First, he claims that the YCB model would not have been as strong
if the voluntary sector had been represented on the board. It is his opinion, and that of several
of the board members interviewed, that broadeningthe board beyond elected officizls would
have diluled the affort, and discouraged the active paricipation of sorne board members.
Second, Mammen claims that the "informal” part of the structure -- the invalvement of the
voluntary sector ~ is an agually critical component of the overall model.

One final similarity between the YCB and the JWB should be noted. While both credit
the involvement of the voluntary sector as being critical to their success, both also currently
believe that increased involvement is needed. (n fact, both initiatives appear to be searching for
a similar type of increased community involvement -~ reaching out to neighborhcods and local
grass rocots organizations.

H is not possible to conduct a similar assessment of the involvement of the voluntary
sector in the Chicago Cluster Initiative since it was so recently developed. Itis apparent,
however, thal at least thus far, initiative developers and current staif seem to be placing less
emphasis on the involvement of community-based organizations. The initiative has baen cleary
defined as a school-focused project, and the potential role of community-based organizations
has yet to be sorted out. Establishing a system which coordinates a continuum of services for
children is listed as one of the primary strategies of the initiative, but the role of the voluntary

sector in this process has not been defined. While United Neighborhood Organization and the
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Chicagc ' Irban League &re represented on the Board of Trustees, they function primarily as
comimurn , organizers and not as service providers, The process thus far could be

characterized as top-down, lacking the intermediary function (both between and within the

public sector and the voluntary sector) of the JWB and the YCB.

Lessons From the Case Studies Commmunities

The experiencas of the three communities profiled in Section Il can offer many useful
lessons to policy rmakers, analysts, advocates, and those who are attempting to plan and
implement initiatives to improve the level of supports for youth in their communities. The first
set of lessons concem practical implications of various structures and processes. While each of
these lessons does not necessarily fit neatly within one of the five variables that shape
interagency partnerships, as outlined by Melaville and Blank and discussed in the first section of
this report, the variables can provide a useful framework for considering these lessons.
Thus, those interested in strengthening community supports for youth would perhaps best be
served by both building upon the following lessons provided by current efforts and paying

particular attention to variables within which most of these lessons cluster.

Conferring Legitimacy

Community initiatives require legitimation in order to get started and to maintain strength.
Based on the initiatives studied, it appears to be important that whoever convenes the planning
group for a new initiative has respect and clout within a community. It does not appear to be
important, however, that the initiator be from a particular sector such as local govemment.
Legitimacy can come from a visible branch of local govemment, but it also can come from
approval by a visible corporate or funding sponsor. In Pinellas County, the legitimacy stems not
only from the preserice of the Juvenile Welfare Board as a public agency, but also simply from

the fact that it has been in existence for over 45 years. In Minneapolis, the leadership of the

'* Melaville and Blank, pp. 20-31.
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Mayor and the involvement of visible city and county agencies provide the legitimacy. in
Chicago, the involvement of the Golden Apple Foundation appears | be as critical as that of the

Chicago Housing Authority, the Chicago Park District, and other city .'gencies.

Setting Broad Goals and Engaging in Public Education

The initiatives seemed to derive strength from their ability to draw public atlention to
clear but broad goals for ycuth and for systems change. By not limiting their focus to one
specific area or problem, such as teenage pregnancy, the initiative members could draw in a
wide range of supporters. This was important for attaining visibility and building public support.
In all three of the communities studied, the initiative became a focal point for interesl in youth

issues,

I rtan Leadershi

Ali three initiatives provide evidence that while structure is important, it is often the hard
work and dedication of effective individuals that determine the initiative's success. The support
and resources provided by key high-level leaders were importantin each of the three'
communities. Pinelias County has had strong support from leaders throughout the county and
state, resulting in widespread support for the tax levy increase approved last year. Minneapolis
has accomplished extensive redirecting of funds and service integration through the leadership
of the Mayor and participation of key members of city and county govemment. The Chicago
Cluster initiative was stalled until all the high level city actors were on board. Another
advantage of participation by high level “power brokers" is the potential they bring for tangible
accomplishments eary in the life of the initiative.

The importance of individual effort was not, however, limited to high-level city officials.
In Minneapolis, for example, much of the success of the YCB was attributed to the efforts of
YCB Executive Direclor Richard Mammen, particularly in regard to his ability to work equally
effectively with elected officials and local youth workers. Similarly, the great strides made by the

Pinelias County JWB over the last ten years were largely crediled to the work of JWB Executive
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Director James Mills and the philosophy and new ideas he has broughtto the job. Finally, Greg

Damieder, the new Director of the Chicago Cluster Initiative, is expected to play a crucial role in

shaping and capitalizing upon the momentum created by city leaders.

The Limitati f Exclitsion or L f Parent and Youth Partigi

The Chicago Cluster initiative is now struggling with increasing involvement by parents
and youth in its planning process. Minneapolis and Pinellas County also have identified
strengthening this area as a priority. The consequences of this |lack of participation seerns to be
a limitation on the scope and nature of the strategies employed by the initiatives to a services
orientation. When an initiative fails to fully capitalize on the resource-capacity of parents and
youth, strategies often act on youth and their families rather than engaging them in finding new
solutions to their problems. This may then mit the kinds of changes that initiatives seek from
their participating institutions; it may also result in a failure to expiore fully important areas, such

as leadership experiences or job development.

Insuring Strength through Inclusion
The previous two lessons — Importance of Leadership, and The Limitations of Exclusion

or Lack of Parent and Youth Participa/tion — suggest two components that are criticai to the
success of a youth initiative. An initiative without community leaders lacks the ability to create
quick and significant change, while an initiative without broader community involvement lacks
local ownership and the ability to sustain change. The three initiatives studied suggesta third
critical component, specifically the involvement of private service providers and public middie-
level managers involved in implementing policies and programs and serving youth and their
families. Efforts to educate high-level policy makers and organize lacal citizens wilt not lead to
ultimate success If those responsible for day-to-day decision making and implementstion are

noi also meaningfully involved in the initiative.
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Crealina an |nitiative with Multiple Functions

The initiatives' ability to serve a variety of functions and play a number of roles also
appears to be critical. This was probably mcst apparent in wo areas. First, the initiatives
worked on both formal and informal levels, with the informal relationships and "deal-making"
often as importarit as the fulfillment of the formal design of the projects. Second, the initiatives
all attempted to achieve more than cne goal using multiple strategies, generally combining
program deveiopmment, public education, policy development, and advocacy. This ability to
serve multiple functions enabled the initiatives to have a significant impact on both policies and
programs. In Minneapolis, for example, the staff of the YCB has worked to simultaneously
coordinate the activities of public agencies serving youth, strengthen the individual public
agencies represented on the Board, assist private service providers, and enhance public/private
collaboration. In Pinellas County, years of focusing on private service providers has led to
expanded services, but also to a stronger advocacy focus that has resuited from the JWB’s

conclusion that "you can't serve yolr way out of poverty.”
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Conclusion

It is difficult to extract one overarching lesson from an analysis of a variety of complex
and quite diflerent community youth initiatives. Robert Chaskin, however, in describing the Ford
Foundation’s Neighbarhood and Family Initiative, does provide a framework which could prove
useful in fooking to the future of community youth initiatives.'” Chaskin sees that particular
initiative as consisting of two interdependent goals: {1} it attempts "to provide the
neighborhiood, as defined, with an organizational mechanism through which participation of
neighborhood residents can be channeled;” and (2) "institutional collaboration, both within and
beyond the boundaries of the neighborhood, can he fostered." The choice of such a focus,
Chaskin argues, was a natural extension of the view "of the neighborhood as a community with
both structural and affective aspects."®

Chaskin continues by stressing that institutional collaboration and citizen participation
each rnust be provided with a structure within an initiative, and that the choice of those
structures can play an important role In the ultimate success of the project. He further discusses
the importance of integrating comprehensive strategies, but seems to be referring primarily to
integration within the institutional collaboration structure, and not between the collaboration and
participation structures. It is this last integration objective that cur overview of community
initiatives suggests may present the most challenge in the future.

In the course of our research, we looked at initiatives with each of these two structures
as a focus. Both the Seattle Youth Involvement Network and the Oregon Community Action
Planning process, for example, attempted to create a structure through which either youth
(Seattle) or broader community (Oregon) involvement and participation can be facilitated. In

contrasl, a number of the initiatives, including the Arlington Human Service Planners and the

" Robert J. Chaskin, Th Foundation' i rh nd Family |niliative:_Toward a elo
Corr zhensive. Neighborhood-Based Development, The Chapin Hal Center for Children at the University
of C.. vago, April, 1992, pp. 7-25.

*® Chaskin, p. 13.
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New Jersey School-Based Youth Services Program, had the creation of structures to improve
institutional collaboration ag their primary missions.

Two important points should be made, however, about the structural emphasis of the
initiatives we examined. First, the vast majority of the initiatives created well-defined and often
elaborate structures for fostering institutional collaboration, but relatively few put & significant
amount of energy into developing comparable citizen participation structures, While most of the
initiatives had thought about the issue and placed value on community or youth Involvement,
those structures that were put into place were generally more informal and less permanent.
Second, the need for more community and youth involvement and for a clearer defined structure
for facilitating that process was commonly articulated as an area for needed improvement. This
was true even among initiatives that fared well according to our assessment criteria, including
the Minneapolis Youth Coordinating Board and the Juvenile Welfare Board of Pinelias County.

The results of our analysis, then, in conjunction with the framework provided by Chaskin,
suggest several areas for needed attention in the field of local youth initiatives. First, localities
planning or implementing youth initiatives need to spend considerably more time developing the
structure through which community involvement and participation will be insured. Evidence of
the importance of this work is not just logical or theoretical; perhaps the most convincing
evidence came from initiatives that, despite great success in the area of institutional
collaboration structure, were not achieving full success because of a lack of community
ownership of and involvement in the initiative. But one should not assume that greater empnasis
on community involvement will be easily accomplished. As described at the beginning of this
report, America has recently noticed youth and is becoming increasingly concemed with
escalating negative youth outcomes such as substance abuse and violence. The resulting
increased attention to service integration and provider collaboration, though, has thus far greatly
surpassed any renewed interest in the importance of the involvement and participation of those
at the community level who are the recipients of these services — children and families.

The greatest challenge, however, may lie beyond the need for increased attention o

community involvement in youth initiatives. As we solidify our knowledge of the best ways to
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structure institutional collaboration, and assuming increased emphasis on creating effective
structures for citizen participation, the remaining question is the way in which these two
structures can mest successfully be combined. If the primary goal of a successful local youth
initiative is the creation of a supportive community for children and families, it is difficult to see
how that goal can be fully attained unless integration is an objective not only within an initiative's
institutional collaboration structure, but also between a community's institutions and those

citizens who live within it.
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Key for Reading Tables 1-5

Soals Category

An initiative’s goals were broken up into two sub-categories, Focus and Community.
Under Focus, we categorized the initiative's goals as either oriented toward problem prevention,
youth development, or both. Under Community, we tried to assess whether the initiative was
attempting to permanently alter the service delivery system or improve or expand on¢ or more
service areas, or whether it was attempting to promote a more positive climate for youth.

Impact
In this category we included how many people, how many services, and what groups of

people have been reached by the initiative. For example, is an inidative city-wide or does it
target a specific neighborhood? Does it target only "at-risk" youth, or all youth and their
families?

Strategies

Under the Strategies calegory are listed the on-going, key actvities being used by the
initiatives to achieve their goals. Initiative strategies, as described by the staff or written
materials of the initiative, were placed within six categories: altrring the service delivery system;
changing the existing services; increasing funding for systems and services; raising awareness
about and advocating for youth issues; influencing policy development; and, mobilizing youth
participation. (Bold-faced type indicates a strategy particularly critical to the initiative.)

Structure

Under this category we sought to detail various aspects of the initiative's decision-making
body. Wedivided Structure into five sub-categories. Under Description we gave the name and
a brief picture of this decision-making body. Under Participants we listed from what public and
private sectors the decision-making body’s members are drawn. Under Function we identified
seven possible functions of the body: planning; advising; overseeing; direct program
developing; brokering; advocating; and, convening. Under Authority we determined whether
the decision-rnaking body has the authority to implement decisions and allocate money. Under
Permanence we assessed whether the decision-making body was a short-term, stable, or
permanent entity, and also what factors might cause its dissolution.

Inclusiveness

Under this category, we assessed what sectors of the community were involved in the
inijtiative and at what phase of the initiative’s development. We identified three phases: Origin,
Planning, and Implementation. (Sectors that are bold-faced indicates that they played a critical
role during that particular phase of the initiative.)

Eunding
‘We listed the source(s) of the initiative’s funding, and, if possible, its annual budget.

Imiplementation
Under Implementation, we attempted to give some measure of the initiative's progress
to date measured against its stated goals, strategies, and timeline.
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Initiative Profiles

INITIATIVE

GOALS

FOCUS

COMMUNITY

IMPACT

STRATEGIES

Arlington Human
Service Planners

Arlington, Texas

& Problem prevention

¢ Youth/family
development

© |mprovefexpand
services

® linprove the service
systems

© Seeks to affect
the entire

population of the
city of Arlington
(270,000 people)

® Alter the service delivery system
© Change existing services

= increase funding for systems and
services

® Raise awareness about and advoeate
for youth issues

« Mobilize Youth Participation

Pinal County
Cities in Schuaols

Pinal County,
Arizona

¢ Prablem Prevention

* Youth/family
development

¢ Imprave the service
systems

* Promote a positive
climate for youth and
families

s Affects 2,000
families annuaily
in Pinal County.
with sites at eight
schools and in
housing projects

* Alter the service delivery system
¢ Change existing services

e Increase [unding for systems and
services

o Raise awarcness ahout and advocate
for youth issues

= Influence policy development

» Mohilize youth participation

-7



ble Ot

it

STRUCTURE
INITIATIVES
Description Participants Function Authority Permanence
Arlington Human sA decentralized ¢ Local government ¢ Advising ¢ The Coordinating ¢ Permanent (effectively
Service Planners planning arm of the s School officials ¢ Manning Committee does not have | serves as the human

United Way

¢ Decision-making
group i8 a volunteer
body called the
Coordinating
Committee.

¢ Standing and ad -hoc
subcommittees.,

¢ Community leaders
¢ Social service agency
officials

¢ Youth

& Parents

¢ CBO leaders

* Business leaders

¢ Convening
* Advocating

the power to implement
and allocate. The Ad
Hoc comunittees make
recommendations on
which the Commiltee
voles. The AHSP staff
works with the related
agenctes to fulfill the
plan.

services planning
department for
Arlington)

Pinal County Cities
in Schools

¢ A formal coalition
between human service
agencies, health service
providers and
education officials in
Pinal County. PCCIS
is a spin-off of the
Pinal County
Prevention Partnership
which died in 1990. It
is PCCIS that is
described on this chart.

¢ Decision-making
body is called the
Community-Base
Governing Board.
There are also advisory
groupings at each of
the sites

® Local and state gov't
¢ Social service agencies
¢ School officials

¢ Community leaders

® Social service agency
officials

* Businesses

¢ Law enforcement
officials

e Advising

¢ Planning

¢ Direct program
developing

e Convening

s Advocating

¢ PCCIS' Community-
Based Governing Board
makes the initiative's
decisions.

¢ The initiative’s future
is unceriain because it
lacks a secure source of
funding.
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Initiative Profiles

Lable'Onc
7
I
Inclusiveness Funding Implementation
Initiative . .
Origin Planning Implementation

Arlington Human  Parents * Youth * Youth « City of Arlington * All of AHSP's major programs

Service Planners * Community * Parents * Parents are operational ; however,
leaders e Community ¢ Community ¢ United Way of increasing youth and low-income
* Social service leaders leaders Metrapolitan Tarrant County | group representation and input to
agencies * Social service » Social service the decision-making process is
* CBO’s .| agencics agencies identified as a priority fur the
® The United Way * CBO's * CBO's future.
* Local gov't e The United ® The Urited Way
* Schools Way ¢ Local gov't
* Businesses » Local gov't ¢ Schaols
* Media ¢ Schoofs * Businesses
* Volunteers ® Businesses * Media

® Media * Volunteers
® Volupteers

Pinal County - * Youtn * Youth * Youth * Schaols (they have ® There are 8 school-based and

Cities in Schools * Parents * Parents ® Parents ahsorbed the costs of the housing project-based sites.
* Community » Commuaity » Comrounity sites into their budget, * PCCIS is uying to acquire grant
leaders leaders leaders approximately $250,000) dollars and create new monies hy
s Sacial service * Saocial service * Sacial service improving efficiency aof human
agencies agencics agencies ¢ City Government, services spending.

f *» CBOs * CBOs * CBOs foundations and corparations | ® Though funding is insecure,

* Local gov't * Lacal gov't * Local gov't provide the initiative's PCCIS is picking up additional
* Schools ® Schools ® Schoals $100,000 budget. sites. Alsa, schools outside of
* Businesses * Businesses ® Businesses Pinal County are becoming
* Foundations ¢ Foundations * Foundations interested in PCCIS' work.
¢ Yolunteers + Volunteers ® Volunteers
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Initiative Profiles

INITIATIVE

GOALS

FOCUS

COMMUNITY

IMPACT

STRATEGIES

Marion County
Commission on
Youth

Indianapolis,
Indiana

¢ Youth Development

¢ Improve the service
systems

¢ Promote positive
environment for youth

¢ Targets all
children and their
families in the
public schoo!
system in
Indianapolis
(approx. 100,000
youths)

* Alter the service delivery system
* Change existing services

¢ Increase funding for systeins and
services

¢ Influence policy development

¢ Raise awareness about and advocate
for youth issucs

* Mubilize youth participation

Kids Place/Youth
Involvement
Network

Seatile, Washington

* Youth Development

* Improve the service
systems

® Promote positive
climate for youth

¢ The initiative has
affected thousands
of youths across
different age
groups throughout
the city.

e Alter the service delivery system
¢ Change the existing services

¢ Increase funding fur systems and
services

¢ In{luence policy development

¢ Raise awareness about and advocate
for youth issues

* Mobilize youth participation

55



S
[QQ@? l\e Two

Initiative Profiles

INITIATIVES

STRUCTURE

Drescription

Participants

Function

Authority

Permanence

Marion County
Commission on
Youth

* The twenty-two
member Commission is
the decision-inaking
body. Within the
Commission, the
president, the executive
committee and the head
of the City Dept. of
Youth and Family
Services wield the
nost pawer.

¢ Local government

¢ School officials

¢ Community leaders

* Social service agency
offizials

¢ Youth (serve on a
scparale committec)

¢ CBO leaders

¢ Planning
¢ Advising
¢ Overseeing
¢ Advocating

¢ Canvening

¢ Although MCCOY has
its own budget, its ideas
must ultimately be
approved by the city.
Currently, MCCOY and
the newly-elected city
government are both
working out not only
their own relationship,
but also their respective
roles with regard to
youth and service issues.

¢ Permanent (MCCOY
can only be dissolved by
repealing an act of
legisiation)

Kids Place/Youth
Involvement
Network

¢ The Advisory
Committee is the
decision-inaking body.
It is an informal,
grassroots body and is
open to broad
participation.

(Subcommittees called
Action Teams do direct
program development
and the youth identify
needs and conduct the
initiative’s planning)

¢ Local government

¢ School! officials

¢ Cominunity leaders

® Social service agency
officials (both public and
private)

* Youth

® Parents

s CBO leaders

® Business leader$

¢ Founlalion
representatives

* Advising
e Overseeing
o Advacating

* Convening

* The Advisory
Commiittee has the
authority to implement
decisions and allocate
money; however, when
the city becomes the
major funder, a new
system will be set up.

® Stable (Some Action
Comnmittecs exist on 2
timeline, others arc

long term. The Advisory
Comunittee will he
around so long as there
are projects in place.)
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Initiative Profiles

Initiative

Funding

Implementation

Marion County
Commission on
Youth

Inclusiveness

Origin Planning lmplementation
* Community ¢ Community * Youth
leaders leaders * Community
¢ Social service s Social service leaders
apencies agencies ® Social service
¢ United Way ¢ United Way agencics
s Local gov't s Local gov't ® United Way
* Foundations ¢ Schools * Local gov't

+ T'oundations ¢ Schoouls

® Voluateers
¢ Foundations

= City Guvernment

sMCCOY has a $75,000
budget. The Commission
secks specific dotlars for
specific projects, with most
projects being funded
through in-kind services
from agencies” existing
hudgets,

*» MCCQY is currently trying to
work out its relationship with the
newly elevted City Government and
its future as a whole. Tt is working
with the City to invent the City's
role in human services (there is no
existing Dept. of Human Services).
* Priorities for the future include
increasing CBO involvement and
continuing to build the connection
between schiools, services and kids.

Kids Place/Youth
Involvement
Network

& Youth

¢ Community
{eaders

* CBOs

¢ Local gov't
® Schools

= Businesses
* Voluntcers

* Youth

s Community
leaders

* Social service
agencies

¢ CBOs

® United Way

* Lncal gov't

® Schuols

* Volunteers

* Yauth

= Community
leaders

* Sacial service
agenciuvs

* CROs

* United Way
* Locat gov't
® Schools

= Businesses
& Volunteers

* City Government
¢ United Way
@ Corporailong

® The annual budget is
around $100,000. Funds
are, however, highly
insecure. The initialive hopes
to gel an ongoing
commitment from the city
which will create a dramatic
boost in funding levels in
January 1993.

o All the major activitics are move
or fess operational. The Youth
Involvement Network is relatively
new, so there has not been much
Ume for delays.

* Priorities for the future include
increasing funding from the city
and focusing on & mult-cultural
agenda for schools
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Initiative Profiles

INITIATIVE

GOALS

FOCUS

COMMUNITY

IMPACT

STRATEGIES

Youth Futures
Authurity

Savannah, Georgia

» Prgblem Prevention

» Youth Development

¢ Improve or expand
services

¢ [mprove the service
systems

¢ 1200 youth from
acress all age
groups and their
families

* Alter the service delivery system
« Charge existing services

¢ increase funding for systems and
services

+ Influence policy development

¢ Raise awareness aboul and advacate
fur youth issues

Minneapolis Youth
Coordinating Board

Minneapolis,
Munesola

* Problem prevention

* Youth development

¢ Tmprove ur expand
seérvices

& lmprove service
systems

* Proinute pusitive
climate for youih

¢ Yauth across all
age groups city-
wide

* Serves 76,000
youth

* Alter the service delivery system
¢ Change existing services

* Increase funding fur systems and
services

= fnfluence policy development

® Raise awareness about and advocate
for youth issucs

® Mohilize youth participation




E

i

Initiative Profiles

Authority

member Chatam-
Savannah Youth
Futures Authoritly is
the decision-making
bady. Although there
are ad-lroc, nominating
and financial
committees, the body
acls as a whole.

® During the 2nd phase
of the initiative, there
will be two committces
created around two
strategic poal areas.

® School officials

* Cominunity leaders
* Social service agency
officials (public and
private)

® Parents

* CBO leaders

* Business leaders

* Foundation
representatives {(Casey)

® Advising

e Qverseeing

® Direct program
develnping

® Brokering

e Advocating

« Convening

Authority has the power
to implement decisions
and allocate money.

STRUCTURE
INITTATIVES . -, . '
Description Participauts Function Authority Permarence
Youth Futures ¢ The twenty-three ¢ Lacal and state gov't & Planning * The Youth Futures ® Permanent (The Youth

Futures Authority can
only be repealed by an
act of legislation.)

Minneapolis Youth
Coordinating Board

¢ The decision-making
body is the twelve
member Youth
Coordinating Board
made up of elzcted
officials, An execulive
committee consists of
four elected board
members.

¢ Local and state
governinent

¢ Schoul officials

e Community leaders
¢ Youth

* Parents

* CHO lcaders

* Business leaders

¢ Foundation
representatives

¢ Planning

* Advising

® Overseeing

* Direct program
developing
 Brokering

* Advocating

e Convening

® The Youth
Coordinating Board has
the authority to
implement decisions and
allocate funds.

o Stable (The second
state-authorized, five-
year joint pawers
agreement between the
agencies will expire in
1996.)
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Irclusiveness Funding Implementation
Initiative .
Origin PManning Implementation
Youth Futures ¢ Parents * Youth * Youth * City Government * All of Youth Futures Authority’s
Authority ¢ Comniunity e Parents ® Parents ¢ State Government programs are operalional. Initially,
feaders ¢ Communily ¢ Community ¢ County Government there were some delays hecanse not
* CBOs leaders leaders ¢ United Way enough time was allotted to do
¢ The United Way ¢ CBOs & CBOs ¢ Foundations (Casey) groundwork before implementation
¢ Local and state ¢ The United * The United Way * The budgei for 1992 is began.
govemment Way * Local and state $5.888,431
* Businesses ® Local and state | govt « Youth Futures Authority is | ® Priorities for Lthe fulure are
¢ Foundations gov't ¢ Schools a demonstration project. convincing the state to adopt a
 Schaols ¢ Businesses The Casey funding (40%) mare flexible policy toward local
® Businesses e Ledia runs out in 1993, 1t is initiatives and focusing on the
* Media ¢ Foundations hoped that Casey will renew

¢ Foundations

¢ Qtis Johuson,
Execulive Director
of YFA

ils commitment.

stralegic goals of the secand phase
of the initiative.

Minneapolis Youth

® s cal and slate

® Youlls

* Youth

¢ City Government

* The initiative's aclivitics are fully

Coordinating guvernment s Paents ® larenls ¢ County Governmet operational. The youth
Board ® Sclools * Cammunily ¢ Comnmunity * Public Schools coordinating board has become
¢ United Way Teaders leaders more involved in actual program
* Fatndations ¢ Sucial service | ¢ Social Service ¢ £150,000 aperating base development than originally
agencies agencies budget; additional funds inlended.
* CROs * CBOs raised from public and
¢ The United ¢ The United Way private sowrces for specific * Future priorities include
Way ¢ Local and stale projects. increasing youth and community
« Local and slate | gov'L involvemen!, expanding on the
gov't ¢ Businesses initiative's efforts in early
* Businesses ¢ Volunteers childhood development, and
¢ Volunteers ¢ Media institulionalizing the system
+ Foundations + Foundalions changes that have occurred.
Ec‘ [ \r N
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Initiative Profiles

INITYATIVE

GOALS

FOCUS

COMMUNITY

IMPACT

STRATEGIES

Juvenile Welfare
Bonard

Pinellas County,
Florida

» Problem prevention

¢ Youth development

¢ Improve the service
Systers

* hinprove or expand
services

¢ Promote a positive
climate for youth

¢ County-wide
initiative that
affects all youth
and their famiiies.

¢ The JWB funds
49 community
agencies.

® Alter the service delivery system
® Charge existing services

® Increase tunding for systems and
services

® Raise awarencss about and advocate
for youth issues

* [nfluence policy develnpment

NYC Department of
Ynuth Services/
Interagency
Coordinating
Council

New York, New
York

¢ Problem prevention

* Youth development

¢ improve the service
systems

¢ Improve ur expand
services

® DMromnte a positive
climate for ynuth

¢ City-wide,
neighborhnod-
focused initiatives
that aim to affect
New York's 2.1
million youth.

® Have already
established 10
centers invnlving
8,000 youth.

® Alter the service delivery system
» Clange existing services

® Increase funding for systems and
services

© Raise awareness about and advocate
for youth issues

* Mabilize ynuth participation

b
qu

97




P

= -

Initiative Profiles

Three or four of the
nine are ex officio
members and five
additional members are
appointed by the
governor for four-year
terms,

¢ Board has a full-time
staff and six Youth
Services Advisory
Committees.

¢ School officials

¢ Community leaders
(which could include a
variety of sectors)

* Overseeing

¢ Direct program
developing

¢ Brokering

¢ Advocating

¢ Convening

and implement decisions.

X STRUCTURE
INITIATIVES . . . .
Description Participants Funetion Authority Permanence
Juvenile Welfare o The Board consists ® 1.ocal and state @ Planning ¢ The Board has the ¢ Permanert (The IWB
Board o! up to nine members. | government ¢ Advising power to allocate money | can only be repealed by

an county voter
disapproval)

NYC Departinent of
Youth Services/Inter-
Agency Coordinating
Couneil

¢ The decision-making
body is the Inter-
Ageney Coordinating
Council The chairman
is the Deputy Mayor
for Human Services.

¢ Sub-comrnittees are
formed for specilic
projects and programs,
¢ Beacon Centers,
neighborhood centers
that provide services to
kids, were brought into
place by the initiative.

® Local or state
governnient (The Inter-
Agency Councit
members are fcom 26
city agencies, {1
inayoral offices and the
NY Public Library.)

¢ DBeacon Ceiters funded
at $4.8 million.

¢ Planning

© Direct program
developing

¢ Convening

¢ The Inter-Agency
Council does not have
the power to implement
decisions and atlocate
inoney. The Department
of Youth Services
allocates moitey to
agencies city-wide.
Beacon advisory hoards
have the authority to
allocate funds to
neighborhoad agencies.

 Permanent (The
Inter-Agency Council
was mandated by an act
of legislation and it will
take an act of legislation
to repeal it.)
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Initintive

In¢lusiveness

Origin

Planning

Implementation

Funding

Implementation

Juvenile Welfare
Board

® Lacal and state
government

® Schools

® Volers

® Local and state
gov't

® Schouts

* Community
leadurs

* Social service
agencics

® CBOs

* Local and state
gov't

s Schools

& Community
ieaders

* Social service
agencics

® CBOs

* JWB is funded by an
independent, special taxing
district in the county
dedicated to children’s
services.

¢ A recent increase in the
taxing authority cap from .5
mill £ 1 mill will increase
the hudget to over $31
milliun by 1996.

* The JWB has been in place for
over forty-five years and is fully
implemented. Over time, the JIWB
has taken on more responsihility in

the areas of planning and advocacy.

Future efforts will focus on local
neighborhood involvement and
devclopment.

NYC Departinent
of Youth
Scrvices/Inter-
Agency
Cuordinating
Council

* City government

® Youth

* City gov't

® Sacial service
agencies

= CBOs

® Youth

® Parenls

® Laoca! and state
gov't

o Cuminunity
leaders

® Social service
agencies

& Schools

s CBOs

* Businesses

® Yolunteers

& The Inter-Agency Council
itse!f has no budget. Funds
for specific projects are
provided by the City
Government and by
concerned members®
agencies. Some federal
doltars have been involved in
certain projects.

® The initiative’s major activities
are in place.

® Priorities for the future include
continuing the current level of
coordination between agencies and
increasing the involvement of
various populations that have nat
been reached yet.

1)
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Initiative Profiles

INITIATIVE

GOALS

FOCUS

COMMUNITY

IMPACT

STRATEGIES

Chicago Cluster
Initiative

Chicago, lllinois

* Problem prevention

& Youth development

® Improve the service
syslems

* Improve/expand
services

s Promote a positive
climate for youth

* When fully
operational, the
Chicago Cluster
Initiative will serve
a total of 23,400
5th through 12th
grade students at
four different
neighborhood
sites. At the
DuSahle site,
approx. 5000 are
being served.

s Alter the service delivery system
s Change exisling services

= Increase funding for systems and
services

® Influence policy development

Youth Net

Kansas City,
Missouri

¢ Problem pievention

* Youth Devetopment

¢ [mprove/expand
services

¢ 15,000 youth
and their families
in a specific area
which includes a
strong public
housing presence,

s Alter the service delivery system

¢ [ncrease funding for systems and
services

» Raise awareness about and advocate
for youth issues
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-~



Initiative Profiles

STRUCTURE
INITIATIVES Description Participants Function Autltority Permanence
Chicago Cluster ¢ The decision-making | ® Local gov't ® Advising ® The Board of Trustees | ® Stable (The Chicago
Initiative hody is the Board of © School officials ¢ Planning has the authority to Cluster Initiative is
Trustees, which * Community leaders « Convening allocate money and its projected to last five
functions in many. * CBO Leaders * Overseeing members have the years. It is hoped that
ways like a corporate ® Business feaders ® Brokering authority to he hy the end of this
hoard. It has the e Foundation implementers within their | periad, the schaols at the
power to hire and fire represcntatives own agencies. However, | Local Cluster sites will
an Executive Dircctor bodies called the Local assume the local costs
of the initiative. Cluster Councils are and the initiative will
responsible for the direct | therchy remain in place.
program development at It is also hoped that at
each site. The Local the end of this period
Cluster Council, in-turn, | the Chicago Cluster
must get approval of ils Initiative will be adopted
plans for school-based as a city-wide model.)
programs from the Local
Schiool Councils, which
essentialty function as
local school hoards.
Youth Net ® The decision-making | * Social service agency * Planning * The Program Council ® Stable (The Structure

hody is the [2-memper
Youth Program
Cauncil. The
Administrative Support
Unit (a staff
suhcommittee) does
planning and oversight
for the initiative.

officials (12 twelve
executive directors)

* Overseeing
¢ Direct program
developing

has the authority to
implement decisions and
allocate funds,

of the initiative will
likely change when a the
Friends of Youth Net
Baard is created.)
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Inclusiveness Funding Tmplementation
Initiative Qrigin Planning Implementation
Chicago Cluster ¢ Local and state ¢ Local and state | » Youth * Local and state gov't * Activities have begun at only one
Initiative gov™t gov't ® Parents ® Foundations silz, DuSable. The project is
¢ Coramunity * Community ¢ [ ocal and state expected to come 0 a vote soon at
leaders leaders gov't ¢ The projected budget for another Site.
¢ Schools ¢ Schools ¢ Community the DuSable site for
¢ CHOs ¢ CBOs leaders 1992 is $5.2 million * At DuSable, some activities were
® Businesses ¢ Businesses * Social service (which includes some dropped and others noeded to be
¢ Foundatiuns ¢ Foundations agencies expenses for the central added.
¢ Schools office of the Cluster
¢ CBOs Tnitiative.)

¢ Businesses
¢ Foundations
¢ Voluntears

Youth Net

* Community
leaders

® Social service
agencies

* CBOs

* Businesses

e Foundations

* Community
Teaders

¢ Social service
agencies

* CBOs

* Businesses

® F'oundations

¢ Yauth

* Parents

* Community
leaders

® Social service
agencics

* CBOs

¢ Local and stat
3 Schools

¢ Media

* VYolunteers

* Foundations

* Local and federal gov't
* Foundations

* Social service agencies
® Businesses

* All of Youth Net’s activities are
operalional.

* A priority for the future is
increasing youth involvement.
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Examples of Initiative Goals

Examples of Problem
Prevention Focuses

Examples of Youth
Development Facuses

Examples of Improving or
Expaading Services

Examples of Improving or
Expanding the Service
Systems

Examples of Promoting a
Positive Climate for
Youth

- Identify needs and problems
in the community as they
emerge (Arlington Human
Service Planners)

- Improve youth outcomes by
focusing on reducing school
fallure; teenage pregnancy,
drop-out rates; employment
difficuitics. (Youth Futures
Authority)

- Develop an early
intervention program to
cotnbat the probiems of at-
risk youth (YFAj

- Aim the service delivery
system: at preventing poverty
(Pinat County Cities in
Schools)

~ Insure that kids are used
as resources in the
comnunity (Seattle Youth
Involvement Network)

- Provide positive youth
development activities in the
community {(Marion County
Commission on Youth)

- Re-structure the
educational system to make
sure that Kids develop
needed skilts and
competencies to succeed in
school and in employment
(YFA)

- Empower youth and
familics hy allowing them to
make choices ahout what
services and counselling to
accept (PCCIS)

- Introduce services into an
area in which there were no
pre-existing services
(AHSP)

- Create an Early
Intervention Program to
help meet the nzeds of
children from conception to
age 18

- Inerease services to youth
in a designated low-income
area of the city (Youth Net)

- Increase impact of services
by coordinating local
services and focusirg on
school sites (Ciuster)

- Inteoduce service systems
into an area where they
were missing (AHSP)

- Compensate for gaps
created by lack of Dept. of
Human Services in the
area by addressing
fragmentation, improving
awareuess and promoting
coordination (MCCGY)

- Insure that kids have
access to whatever
services they need in the
schools and bring kids,
schools and services
together (MCCOY)

- Improve the accessibility
of health services to
adolescents (YFA)

- Insure that kids are
viewead as resources in the
community (Seattle)

~ Promote communication
and partncrships between
youth and aduits/agencies
(Scattle)

- Keep positive youth
achievements in front of
the community’s attention
(MCCOY)

- Change public
perception and pollcy
toward the at-risk
population at the service-
providers level and within
the papulation itsell
(PCCIS)
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Lixamples of Initiative Goals

Exampies of Problem
Prevention Focuses

Examples of Youth
Develapment Focuses

Examples of linproving or
Expanding Services

Examnples of linproving or
Expanding the Service
Systems

Examples of Promoting a
Positive Climate for
Youth

- Insure that problems
corfronting at-risk youth are
on the community's agenda
(Seattle Youth Involvement
Network)

- Reduce substance ahuse and
gang involvement among in a
specific, low-income area of
Kansas City (Youth Net)

Livu

- Provide activitices that
develap self-expression,
stimulate a sense of
belonging and link youth
with pasitive rale mudels
{Youth Net)

- Revitalize neighborhoods
once written off as hopeless
by engaging the community
in change and renewa!
(Chicago Cluster Initiative)

- Give priority to preventive
and early intervention
programs rather than
rehahilitative services
(Pinellas County Juvenile
Welfare Board)

- Improve the ability of
public agencies to promote
the health, safety, education
and development of the
community’s children and
youth (Minneapolis Youth
Coordinating Board)

- Increase and improve
youth «evelopment through
comprehensive planning,
interagency coordination,
and integration of services
{New York City)

- Improve services in
several substantive areas by
focusing additional
resources in those areas
(Pinellas County)

- Improve and strengthen
services through the creation
of a separate agency
charged with administering
and overseeing all of the
state and local funding for
youth services (New Yark)

~ Present choices within
the service system
(PCCIS)

- Create a service delivery
system based on the needs
of families, not on
institutional or previously
established systems
(Pinellas)

- Create an organizational
structure to improve
coordination and
cooperation among youtn
serving agencies and local

governmental bodies (Min.

YCB)

- Help siudents and
parents develop a genuine
stake in their school, and
establish and expect
academic excellence
(Cluster)
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Examples of Initiative Strategics

Examples of Altering the
Service Delivery System

Examples of
Improve/Chacging
Existing Services

Examples of
Increasing Funds for
Systems/Services

Examples of Raising
Awareness/Advocating
for Youth Issues

Examples of
Influencing Policy
Development

Exampiés of
Mobilizing Youtli
Participation

- Brought the social
service system into the
area (Arlington Human
Service Planners)

- Hire nurses to work in
high schools and mental
health workers to work
in clinics (Youth Futures
Authorily)

- Relocate health
department to 2 more
accessible area (YFA)

- Identify gaps in the
service system (Marion
County Comnlssion on
Youtls)

-Access services in the
schools (MCCOY)

- Increase local
coordination through
development of local
Cluster Councils
(Cluster)

- Created a Teen Crisis
Center, a Day Care
Center for low-income
families, Teen Court and
a Teen Calendar (AHST)

- Praject Spirit; an after-
school and Saturday
enrichment program at
six local churches (YFA)

- Youth Service Corps;
an education and training
pragram for youth to
prepare them for the
tabor market (YFA)

- Developed a
infermation clearinghouse
calicd the Seattle Youth
Data Base {Seattle Youth
Involvement Network)

- Increase funds for
systems/services in the
area by reallocating
funds for
systems/services
formerly nutside the
area (AHSD)

- Developing a Case
Management Sysiem
which would end
multiple case
management by
providing at-risk youth
with a single adult
counsellor (YFA)

- Recruiting private
organizations to huy
intg programs on a
piecemeal basis
(Seattle)

- Bring yoath issues to
the public’s attention and
keep good, positive
developments in front of
the public (MCCOY)

- Organize Youth
Summits which convene
youth to tatk about
pressing youth issues
(Seattle)

- Monthly meetings of a
network of service
nroviders who convene
to discuss the at-risk
population (PCCIS)

- Bring emerging youth
needs and issues to the
community’s attention
{Seatde)

- Get hospitals and
public health
agencies to
decentralize
(AHSP)

- Have a
representative who
lobbies in the
legisiature
advocate for
changes essential
to improving youth
outcomes (YFA)

- Lobby state level
initiatives to give
local organizations
more freedom

(YFA)

- Formed a youth
advisory committee
to the initiative
(AHSP)

- Youth Cities;
convened youth to
show them how the
government runs
(MCCOY)

- Involve youth in
community issues
(Seattle)

- A working young
people’s committee
is an arm of the
initiative's
governing body
whose members do
all the initiative's
planning (Seattle)
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Examples of [nitative Strategics

Exampics of Altering the
Service Delivery System

Exampies of
Improve/Changing
Existing Services

Examples of
Increasing Funds for
Systems/Services

Examples of Raising
Awareness/Advocating
for Youth lssues

Lxamples of
Inftuencing Policy
Development

Examples of
Mobilizing Youth
Participation

- Get service providers
inlo schools and at times
. 4re convenient to
families (Pinal County
Cities in Schools)

- Family Resource
Centers; models
developed for various
sites to dispense service
and counselling in one
ceatral [ocatlon
(PCCIS)

- Formed a collahoratiun
to promote outreach in a
specific geographic area
that was previously
under-served (Kansas

- Developing a Teen
Center where kids can
"hang-out” (Seattle)

- Developed the
Transitional Support
Program, an autreach
program of kids at risk of
substance abuse (Youth
Net)

- Adoption aof the
Coaperative Learning
Madet at the DuSable site
(Cluster)

- Employ strong research
and evaluation techniques
to assess the effectiveness
of services (Pinellag

- Increasc the area’s
share of state resources
hy bringing resources
and services into the
county (Pinal)

- Created a single
hudget for programs
which facilitated the
setting of priorities and
the increasing of
furdling hased on these
priorities (Youth Net)

- Provision of in-kind
services by Cluster
Initiative Board of
Tiustee member
agencies (Cluster)

- Injtiaied community-
wide visioning process to
develop a 20-year plan
for youth and to raiss
cominunity awareness of
youth and family issues
(MYCB)

- Pramotes community
awareness and
understand ing of the
needs of children and
families through public
education, training, and a
public library and
database on youth needs
and services (Pinctlas
County)

- Blueprint for
Actlon, A
statement of what
activities kids
shauld he offered
after school and
during the
swunmer(MCCOY

- Developing a
multi-culwral
education agenda
to be presented to
the school board
(Seattle)

- Author proposals
to bring resources
and services into

- Created youth-run
Youth Conference
to discuss and
itentify solutions to
prohlems facing
youtb ;PCCIS)

- Initiated and
provided guidance
te the Minneapalis
Youth
Organization, a
group of young
peaple who, among
other
accomplishments,
were insirumental
in encouraging
youth turnout at the

City Youth Net) County) the county recent city- wide
{PCCIS) YouthVote
(MYCB)
114
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Examples of Initiative Strategics

Examples of Altering the
Service Delivery System

Examples of
Improve; Changing
Existing Services

Examples of
Increasing Funds for
Systems/Services

Examples of Raising
Awareness/Advocating
tor Youth Issues

Examples of
Influencing Policy
Development

Examples of
Mabilizing Yauth
Participration

- Attempt to improve the
service delivery system
by providing a forun for
local elected officials to
plan, strategize, and
develop policies and
programs collaboratively
(Youth Coordinating
Board)

- Convened the
Interagency Coordinating
Council on Youth to
provide a formnal
mechanism for a variety
of city agencies to
effectively assess youth
needs and services and
create new Strategies for
improving services (New
York}

- Created the Safe
Streets, Safe City
initiative, designed to
provide intervention
services to youth as «ell
as expand current
prevention and youth
development services
(New York)

- Initiated a speciat
eifort to raise
additiona! funds fur
education, youth
employment, and
youth development
services and activities
during summer of
1089 (Min. YCB)

- Created separate pot
of tax doltars for youth
services by voter
approval in 1946, and
doubled its size to one
full mill of property
tax assessment in 1990
(Pinellas)

- Influence the
poticy develapment
of each represented
clected bocly
through increased
information and
resources (MYCD)

- Served as a
madel and an
advocate for other
Florida counties
considering the
development of a
Children’s Services
Council (Pinellas
County)

- Created a Youth
Advisory Council
to get youth input
into the needs,
jrriorities, and
policy for youth
(New York)
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Involvement of Various Sectors

Table Eight
Origin Planning Implementation Assessment
Youth Did not originate | occasionally All initiatives focus | Generally
any of the involved on youth oa involving youth approached for
inititatives we advisory boards, feedback and
studied. consulted during Many youth service | suggestions for
needs assessment and leadership improvement
Programs encourage
youth to be primary
implementors of
their own programs.
Parents " " Sometimes involved | "
in programs to
increase family
involvement or
provide better role
models.
A few programs
focus specifically on
soliciting parents
assessments of
problems.
(CYG)
Generally a few
representative
included on
governing boards
Community Sometimes an Included in
Leadars individual will ongoing analysis.
play a catalytic
roje and provide
vision. Usually support the
(NYLC) Alr.ost always programs and
included for advice | usually included on
usually in planning sessions | governing structures
consulted/
included in
original meetings

"1




Involvement of Various Sectors

Table Eight
Origin Planning Implemcatation Assessment
Social Otien included Almost always Not always of Usually involved
Service consulted and governing in attempts to
Agencies Primary approached at this structures, but document success
initiators in point usually an effortis | of program.
Dallas, New made to coordinate
Beginnings, efforts
Pinal County
Community One of the 3 Most often take the | Usually make up the | Assessments
Based most commmon lead in planning and | core of governing usually include
Organizations | initiators structuring structures and suggestions for
advisory boards. further integrating
(See Arlington services with pre-
or Youtn Net) existing CBOs.
* Many times,
the initiatives
were created to
coordinate their
programs.
City The most Usually facilitate Often programs Usually
Government common initial other groups, rarely { supplement school concerned with
Officials leader. try to establish and utilize existing dotumenting
official, government progress to justify
Provide governmental resources expenditures.
legislation, branches
impetus, or
funds to
establish youth
pelicy in some
cases,
Seldom initiate
actual programs
Schools Rarely initiators | Almost always Always an intagral Feedback given a
copsulted or component of lot of weight.
involved programs/services.
Usually included in
governing boards,
oftep in organization
structures

ERIC

Arutext provided by ERIC
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Involvement of Various Sectors

Table Eight
Origin Planning Implementation Assessment
Business Primary Often consulled, Almost always As funders and
originator in often formally approached for participants they
only one case included in planning | funding bave major input
groups
Qften included in
programs
Generally involved
at the governing
boards level
Fouandations Often design a The mejor planner If a foundation Often contract for
program and if the program is program, they hire formal
then look for a sponsored by the and establish assessments and
community to foundation. organizational and have uitimate say
try it in... governing structure | over continuation
Mostly involved in Usually consuited
Support but do funding commupity | to discus long-
not generally initiatives tern funding
initiate at the
community level Not always included
often approached on governing boards
for initial funds and
startup grants
Media Not involved in | Involved only in Many initiatives Not involved
initial stage of media focused utilize media to
any of the initiatives increase public
projects aAwarcness.
ex.
Makivg the Grade
Volunteers Not involved Sometimes Often included in Suggestions
consulted for aceds | programs and on usually included
assessment governing boards
United Way Generlly less Aa critical player in { A key player in Role in this area
iovolved than in | planning for roughly | most initiatives, varies with the
subsequent half of the initiatives | with emphasis on strength of its
phases, but is funding roles in plannping
the primary and funding
originator in one
case
3
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List of Community Initiatives Considered
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ATTACHMENT 2

List of Community Initiatives Considered

1. Arlington Human Service Planners
Arlington County, TX

[

Chatham-Savannah Youth Fulures Authority ***
Savannah, GA

New Futures Initiative
Annie E. Casey Foundation
Greenwich, CT

3. Chicago Clusler Initialive
Chicago, 1L

4. Children, Youth, and Families Initiative **
Chicago Community Trust
Chicago, IL

5. Community {Guidance for Youth Program **
Lilly Endowment
Indianapolis, [N

6. Dallas Impacl "88
Dallas, TX

7. Juvenile Welflare Board
Pinelias Counly, FL

8. Kellogg Youth Initiative Program **
W.K. Kellogg Foundalion
Batle Creek, Ml

u. KidsPlace: St Louws
SL. Louis, MO

1¢. Life Options Coalition
Milwaukee, W1




11. Los Angeles Roundtable for Children
Los Angeles, CA

12, Making the Grade *
National Collaboration for Youth
Washingion, DC

13. Marion County Commmission on Youth
Indianapolis, IN

14. Minneapolis Youth Coordinating Board
Minpeapolis, MN

15, National Youth Leadership Council *
Roseville, MN

16. New Beginnings
San Diego, CA

7. New Jersey School-Based Youth Services Program **
New Jersey Department of Human Ser vices
Trenion, NJ

8. New York City Deparment of Youth Services
New York, NY

19. Oakhurs! Initiative
Decatur, GA

20. Oregon Positive Youth Development **
Oregon Community Children and Youth Services Commission
Salem, OR

21, Pinal County Cities in Schools ***
Coolidge, AZ

Cities in Schools. Inc.
Alexandria, VA

22, The Seattle Youth Sumrit/Seatile KidsPlace
'The Children’s Alliance
Seattle, WA

[Sv ]
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23. The Teen Assessment Project/The School-Age Child Care Project **
US Department of Agriculture - University of Wisconsin Exlension
Madison, WI

24. Valued Youth Paninership
San Antonio, TX

235. Youth as Resources **
National Crime Prevention Council

Washington, DC

26. Youth Net
Kansas City, MO

27. Youth Opportunities Unlimnited *

U.E. Department of Labor
Washington, DC

* National multi-site initiative; eliminated before a local sile was selected.

** Regional, state, or local multi-site initiative; eliminated before a local site was selected.

*+* (ne site of 2 mulli-site initiative.
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Brief Descriptions of Final Ten Initiatives
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Briefl Descriptions of Final Ten Initiatives

Arlington Human Service Planners: Arlington Human Service Planners is a decentralized
planning arm of the United Way of Metropolitan Tarrant County which identifies emerging human
service needs and facilitates community solutions, It was created in 1979 in response to a study
which suggested that a planning body was needed (0o assume ongoing responsibility for AHSP
advises the city of Arlington on courses of action, promotes cooperation between Arlington human
service providers and serves as an advocate for human service policy. It is run as a standing
committee of the United Way's Program Development Division with a coordinating committee
comprised of approximately forty people. The coordinating committee members are appointed by
the Arlington City Council, the City of Arlington Administrative Staff, the Arington Police
Department, the School District board, the local PTA’s, the Junior League, the University of Texas
at Arlington, the Arlinglon Ministerial Association, the Arlington Chamber of Commerce, the
Church Women United, the First Call for Help and the Social Service Providers Network. The
remaining positions are filled by <itizens-at-large.

Chatham-Savannah Youth Futures Authority: In 1988, the Georgia State Legislature
established (he: Chatham-Savannah Youth Futures Authority (YFA) as part of the Annie E. Casey
Foundation's New Futures Initiative. The YFA has a dual strategy in seeking to developa
coordinated and comprehensive system of services to youth based upon a continuum of care and to
facilitale a re-structuring of the educational system in order for all children to succeed in school.
Funding is provided by the city, county and state governments and the United Way as well as the
Casey Foundation. The local funders appoint the twenty-three members of the oversight
committee, who are leaders in the government, business and nonprofit sectors. They, in turn, head
collavorative committees on Finance, Community Education, Research (MI1S), Policy Analysis and
Planning, Advocacy and Evaluation. Now in its second phase, much of the first phase of the
initiative centered around case management with the Student Success Management System and
STAY (Services to Assist Youth) Teams. Working with both public and private agencies, the YFA
plays an advocacy role and raises community awareness of the needs of youth in Chatham County
and Savannah.

Chicago Cluster Initiative: The Chicago Cluster initiative emerged from discussions among a
group of leaders in the public, private and non-profit sectors during 1989. These individuals aimed
to intervene (0 alter the patterns of school drop-out and failure among disadvantaged inner-city
children which threaten to make permanent the impoverishment of some of Chicago’s
neighborhoods. The result is a cooperative partnership between nine Chicago-based pubiic and not-
for-profit agencies. Leaders of these agencies sit as the governing Board of Trustees for the Cluster
Initiative. They are committed 10 joint action for the purpose of achieving the Clustler [nitiative's
goals by an official Inter-Agency Agreement. The premise of the Cluster Initiative is thal greater
educational achievement and life success can be accomplished by taking a comprehensive approach,
which means understanding family, housing, neighborhood, school, recreational and employment

1
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opportunities all interact child and youth development. The efTort builds on three major themes:
education, inter-institutional dynamics. and community organization, The Cluster Initiative
founders ure committed to the belief that children need an educational process that transcends
normal barriers which they face in and out of school. This belief is translated into commitments to
redeploy existing educational and public services in a more eflicient, coordinated way and to engage
principals and community leaders in an active process ol school reform. As conceived, ue Cluster
Initiative is to be implemented at four sites in Chicago over the next five years, afier whir time, it is
hoped that the Cluster Initiative will be replicated throughout the city. To date, the Cluster
[nitiative has begun implementation in one of its four designated sites. The four Ciuster Initiative
sites selected are in communities that have pressing needs.

Juvenile Welfare Board of Pinciias County: The Juvenile Welfare Board of Pinellas Countly isa
funding body which was created in response to the lack of alternatives to incarcerating children with
adult offenders. The JWB began in 1946 by funding a home for juvenile delinquents. It has since
broadened its mission and continues to be a primary advocating body for children. Presently, the
JWB funds forty-nine community agencies which operate rinety-one different programs. The JWB
consists of nine members who are guided by fifteen operati- z.. values. The first three of these is the
JWB's primary staternent of goal and vision. These are, | - #'3 is (ully committed to the principles
of early intervention and preventive services to children and families, 2) JWB values and encourages
creative solutions to human service problems and recognizes risk taking and testing of
unconventional strategies as legitimate functions in the search for new, more effective means ol
meeting human needs, and 3) JWB believes in the provision ol quality services to children and
families, planned, provided and evaluated by competent, well-trained professional staff and
committed volunteers.

Marion County Commission on Youth (MCCOY): MCCOQY, which grew out of a two year
collaboration between voluntary organizations and public agencies, is a county-wide body
concerned with the positive development of children and youth. Its goal is to unite all service
delivery systems and all segments of the community to address the needs of youth in a
comprehensive and effective manner, and to foster productive citizenship. To achieve these goals,
the commission plans 1o assume the lead role in setting the community's agenda for helping youth
development, involve youth as resources, and focus on the prevention of problems rather that than
lhe treatment of oulcomes. MCCQY also plans to focus on strategies which strengthen and
promole the role of the family in the development of youth and to develop ways to recognize the
achizvement and contributions of young pecple and the agencies and instilutions which serve them.
MCCQY operales out of the County's Division of Occupational and Coramission is divided into
seven committees: issues and planning, agency and provider enhancemenl, community awareness
and advogncy, infermation coordination, special projects. financial resources, and a ¢ity-counly
youth councll.

Minncapolis Youth Coordinating Board: The Minneapolis Youth Coordinaling Board is an
intergovernmental organization which serves 1o enhance and promote the comprehensive
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development of Minpeapolis youth through collaborative action. The Coordinating Board was
established in 1986 through a state-authorized joint-powers agreement among the City Board of
Education, Park and Recreation Board, Public Library, and the County Board of Comumissioners.
It was created for a five-year period through 1991, and all of the participating bodies of government
excepl the County Board of Commissioners have extended the agreement until 1996. The
Coordinating Board currently sees its major functions as that of developer, catalyst, and advocate
for collaborative planning and implementation of comprehensive sysiems and services for children
and youth. The goals of the Coordinating Board are 1) to improve the ability of public agencies 10
promote the health, salety, education and development of the community's children and youth, 2

lo create an organizational structure Lo irnprove coordination and cooperation among youth serving
agencies and local governmental bodies, and 3) to identify and remedy conditions which hinder or
prevent the community’s youth from becoming healthy, productive members of society. The
Coordinating Board is governed by an 11-member board of elected officials which elects an
Executive Committee of three members. The Coordinating Board and the Executive Committee
meet monthly as needed.

New York City Departmwent of Youth Services / Inter-agency Coordinating Council on
Youth: The New York City Department ol Youth Services (DYS) oversees the administration of
both city and state funds for the provision of services to the children and youth of New York under
21 years of age. The DYS is involved ip innovative program development and implementation and
contracts with a number of community-based organizations on projects such as Beacons, the Youth
Advisory Council, the Neighborhood Youth Alliance and Safe Streets, Safe City. The Inter-agency
Coordinating Council on Youth (ICC) is convened by the DYS and consists of the commissioners
of all city youth-serving agencies. Through the ICC, the DYS is able to create a comprehensive
vision of youth services for the city. The ICC is also concerned with actual project development and
has recently initiated a 24-hour Youthline. The DYS and the ICC work in conjunction on analysis
of legislation requirements, summaries of major funding sources and review of proposals. Recently,
the ICC has been an integral part of the new Two-Tier Request for Proposals {RFP) process which
locks at overall city needs and services in addition 1o standard proposal evaluation.

Pinal County Cities in Schools: Pinal County Cities in Schools in Pinal County, AZ, is an
initiative that resulted {rom the transformation of the Pinal County Prevention Partnership. The
Partoership was an informal but comprehensive intervention and "Prevention Partnership” beiween
the Pinal County City Schaals, Counly Governmenl, Cities in Schools (CIS), human service
providers, private sector organiziutions, and business and industry. The Partnership was created 1o
develop more eflgctive and efMclent human service delivery systems in Pinal County, and was
administerad jointly by the School Superintendent, a Human Services coordinator, and the Pinal
County CIS director. The goal of the Partnership rom the outset was to "fix" rather than to "band-
aid" chronit problems facing al-rigk students and their families by assessing t'ae nature and
magnitude of their problems in human service terms, and by implementing sharing and networking
strategies. [n 1990, after two years of operation, the formal Partnership dissolved, but the Cities in
Schools model and letters of commitment from more than forty human service agencies remained.
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While the initiative currently patterns itself after the national Cities in Schools design, it also has a
sirong emphasis on the family, using the Family Resource Center model developed by the
initiative’s staff. Further, Pinal County Cities in Schools focuses on bringing about change in
human service policy, and has moved beyond the notion of attempting to "fix" problems, and
toward an approach that stresses family empowerment and choice. The initiative currently operates
at eight school-based sites and several housing projects.

The Seattle Youth Involvement Metwork: The Seattle Youth Involvement Network is a project
of the Children's Alliance, a statewide children’s advocacy group. The project started in December
of 1991, as a relatively direct outgrowth of Seattle KidsPlace -- an initiative that had achieved
success over a period of several years at encouraging youth involvement and an awareness of youth
issues. The Seattle Youth Involvement Network is attempting to build on the Success of KidsPlace
by creating a secure infrastructure for facilitating youth empowerment and involvement in the
community. The goals of the initiative include: providing an ongoing means for youth input on
community issues through yearly Youth Surimits; empowering young people through their
connection to community by both volunteer service and community activism; providing the linkage
for community agencies who have the need but not the time to involve young people; and, providing
training for youth and adults on youth involvement and community action. The initiative
coordinated a series of Youth Summits during De~ember of 1991, allowing 500 elementary, middle,
and high school students from throughout the city to take an active part in identifying and achieving
goals that will directly affect their lives and education. This series culminated in a city-wide Youth
Involvement Day, which engaged youth in identifying issues in the community that effect them, and
developing solutions to these issues. The Network is currently in the process of negotiating for the
creation of a perinanent, publicly-funded Seattle Youth Involvement Office, and has a broad base of
community involvement and support, including that of over 42 local organizations who work with
youth.

Youth Net: Youth Net in Kansas City, MO, began in 1988 as a response by the city's civic
leadership and its youth service agencies to rising violence caused by new drug gangs moving into
the city from Los Angeles and Jamaica. A collaboration of twelve community youth service groups,
Youth Net call itself a "youth service gestalt” with a comprehensive program of outreach,
prevention, and intervention. Youth Net has a permanent stafY of three administrators. Youth Nel
programs are staffed and housed by the member agencies. The Youth Program Council, which
oversees Youth Net and is made up of the executive directors form the collaborating agencies,
receives all donations and then reimburses the member agencies for their expenses incurred while
operating Youth Net's programs. Specific Youth Net programs include nine neighborhood centers
housing one Outreach worker each, three counseling centers, and various afler-school and suminer
programs. The entire gamut of Youth Net's activities occurs within the thirty square miles where all
of Kansas City's housing projects are located.
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